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Summary of Terminal Evaluation

1. Outline of the Project

Country: Turkey Project Title: The Project for Traffic Demand
Management of Historical Area in Istanbul

Issue/Sector : Public Services Cooperation Scheme : Technical Cooperation
Urban Transportation

Division in Charge: Total Cost:

JICA Economic Infrastructure | (as of the Terminal Evaluation (September 2013)) :
Department Approximately 312 million Japanese Yen

Period of Cooperation: Partner Country’s Implementing Organization:
July 2011 — December 2013 Istanbul Metropolitan Municipality (IMM)

(Two years and six months) Supporting Organization in Japan:

Ministry of Land, Infrastructure, Transport and
Tourism, Hiroshima University, The University of
Tokyo

1.1 Background of the Project

Republic of Turkey is located between Europe and the Middle East with Ankara as its
capital. The Republic houses 783,562 km? land area, is inhabited by 72.6 million people, with
the per capita GDP of 8,723 U.S. dollars (as of 2009). Istanbul (5,343 km?2), that spans Asia and
continental Europe across the Bosphorus Strait, is the country’s center of economy producing
22% of its GDP. It 1s also a cultural and tourist city with UNESCO World Heritage Site.

In recent years, in Istanbul, the population has increased rapidly, from 6.15 million people
in 1980 to close to 14 million people in 2012. With the economic growth and population
increase, number of passenger cars is reaching at the level of 3 million. Transportation facility
development has not kept up with the speed of this rapid motorization, amplifying urban
problems such as chronic traffic congestion, frequent traffic accidents, and exhaust gas
emissions. In addition, the trend of over-concentration in Istanbul metropolitan area will push
up its population to more than 16 million people in 2023.

Under such circumstances, in response to the request of GoT, JICA conducted “The Study on
Integrated Urban Transportation Master Plan (M/P) for Istanbul Metropolitan Area in the
Republic of Turkey” in 2007-2009, and formulated M/P consisting of the three components: (1)
Development of public transport infrastructure; (2) Establishment of fund to invite private
sector investment; and (3) Implementation of appropriate traffic management.

Specifically drawing from (3) above, improvement of traffic situation in Historic Areas of
Istanbul (17 km? with population of 450,000), a UNESCO World Heritage Site, was suggested
as the priority agenda from the perspective of urban environment conservation in harmony
with the history and culture. M/P pointed out that there is a need to implement not only traffic
control but also various traffic policies comprehensively. Implementation capacity
development of staff of Transportation Department of IMM in TDM measures thus became an
urgent issue, and implementation of the Project was requested to JICA. The objective of the
Project was set up to strengthen capacity of C/P in implementation of TDM measures through
the process of social experiments (inclusive of agenda setting, planning, implementation,
evaluation and analysis) in order to alleviate congestion in the Historical Area. The Project
was launched in June 2011 and is scheduled to continue through December 2013.
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1.2 Project Overview

(1) Overall Goal of the Project:

Appropriate TDM measures will be implemented in the Istanbul historical area to
create comfortable city environment.

(2) Project Purpose:

Transportation Department’s implementation capacities of TDM measures for the
Istanbul historical area are strengthened.

(8) Outputs

1) Traffic characteristics of the Istanbul historical area are clarified and issues on
transportation planning are identified.

2) Transportation Department’s capacities are strengthened through planning,
implementing, evaluating, and analyzing social experiments of TDM measures.

3) Experience of the social experiments is summarized as guidelines and shared among
relevant departments of IMM.

(4) Inputs (As of the Terminal Evaluation)

Japanese side:
e Japanese Experts: A total of 10 Experts (a total of 57.44M/M)

e (/P Training in Japan: A total of 13 C/Ps

e Equipment: JPY 23 million (approximately USD 0.23 million)

e Operational Expenses: JPY 65.3 million (approximately USD 0.67 million)
Turkish Side :

e (C/Ps: Atotal of 17 personnel

e Facilities: office space in Transportation Department for Japanese Experts.
e Operational Expenses: TRY500,000 (approximately JPY 25.5 million)

2. Evaluation Team

Members of | [Leader] Mr. Yoshihiro Kakishita, JICA Economic Infrastructure
Evaluation [Evaluation Dept.
Team Planning] Ms. Saori FUKUHARA, JICA Economic Infrastructure
(Japanese side) | [Evaluation Dept.

Analysis] Dr. Maki TSUMAGARI, IMG Inc.
Evaluation September 1 — 14, 2013 Type of Evaluation : Terminal Evaluation
Period

3. Results of Evaluation

3.1 Confirmation of Results
(1) Achievements of Outputs

Activities under Output 1 were conducted in sequence from the onset of the Project
and led to the full achievement of Output 1. On the other hand, Output 2 is evaluated
to have been achieved except for the execution of the second social experiment, for
which factors beyond control of the Project’s implementing agency (G.e. IMM’s
Transport Department) affected it to suspend until the election is over in Mar. 2014.
However, regarding the suspended second social experiment, the objective, value, and




specific process of conducting this experiment in the Historic Areas were sketched out
and compiled into a report. Without the unanticipated suspension due to election, this
part of the Output was to be produced as scheduled. By the end of the Project period,
Output 3 is anticipated to be achieved to the satisfactory level set by the indicators,
which are to produce and disseminate guidelines drawing from the results and
analysis of the social experiments conducted under Output 2.

(2) Achievement of the Project Purpose

The goal of achieving the Project Purpose, as determined by the indicator, has
already been met. On the other hand, C/P unanimously expressed that they were
counting on the second social experiment as an opportunity to solidify their acquired
skills through the process of the first experiment so that they can ensure for
themselves that they will be fully ready to carry forward onward TDM. This relates
not only to the technical part of the measures but also to how to navigate the
administrative system of IMM to implement measures, and for that reason, in order
to crystalize Project germinated capacity on TDM, going through yet one more
measure will be beneficial to the staff of the Transportation Department.

3.2 Summary of Evaluation Results

(1) Relevance: High

The Project was planned based on JICA supported “Study on Integrated Urban
Transportation Master Plan for Istanbul Metropolitan Area in the Republic of Turkey”
(2009), under the framework of Japan’s assistance policy for Turkey and implemented in line
with Turkey’s national development plan, “Ninth Development Plan of Turkey (2007-2013)”,
as a direct response to IMM’s “Strategic Plan of Istanbul Metropolitan Municipality
(2010-2014)”, in alignment with the requirement by UNESCO World Heritage Committee as
per determined by “Istanbul Historic Peninsula Site Management Plan (2011). The
relevance of the Project is thus evaluated as high.

(2) Effectiveness: High

The Effectiveness of the Project is assessed as high, for the Project Purpose, as determined
by the indicator, has already been met, the significance of the produced Outputs for the
achievement of the Project Purpose was clear, and there is a clear linkage between the
achievement of the Project Purpose and the production of Outputs. The needs for TDM in
such a congested city hub has only expanded as the time progressed during the Project
period. With the grand opening of Yenikapi Station on October 29, 2013, IMM’s priority on
TDM as a means to develop intermodal system for managing transfer corridors for rail, road
(bus and pedestrian), and sea (ferry) is anticipated to grow even higher as the Project’s
completion approaches in December, 2013, and then the Project’s effectiveness can be
exhibited further to IMM and the society it serves.

(3) Efficiency

The Efficiency of the Project is evaluated as satisfactory in view of the multiple dimensions
of Input-Output relationships that the Project managed for results. Project activities have
been implemented with thorough planning and preparation, yet delays occurred from early
point in time, as well as difficulties arose in gaining understanding and necessary technical
support from the parties instrumental for the implementation of the Project. With concerted
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effort on the part of the Project, however, each step was managed with diligence and
professionalism, making use of the challenge and effectively turned investment (incl. human
power required to navigate the bureaucratic system and accessing initially unallocated C/P
budget for the implementation of social experiment) into Output.

(4) Impact: Substantial

Through the Project period, the C/P stayed focused on the planning and execution of the
Project planned TDM measures and served to build institutional memory and mechanism on
the theme. The unfortunate suspension of the second social experiment beyond control of the
staff assigned did not deter them from the pursuit for such undertakings for the cause of
better traffic conditions in the target area. Given IMM’s imminent needs for the Historic
Area are to install arrangements for intermodal facilities at Yenikapi transfer center (as the
grand opening of this transportation hub is approaching in the end of October 2013), the
TDM experiences of the Project is expected to draw attention for its high relevance as the
core for establishing intermodal systems. Therefore, the prospects for achieving Overall
Goal through further implementation of TDM is high, and thus the impact of the Project is
deemed substantial.

(5) Sustainability: High

The C/P has fine recognition of their roles and responsibilities not only in their assigned
Directorates but also within the institution. The Project worked within the existing
organizational framework of the Transportation Department by setting up Working Group
with staff drawn for their technical and functional responsibilities. Thus, termination of the
Project will not negatively affect the furtherance of the results derived. However, them being
staff for planning the measures and possibly testing the measures but not for launching
large scale operations, realization of wider application depends on the Project (1) making a
thorough and informative guideline (Output 3) before the end of the Project period, and (2)
reaching out to the other Directorates concerned future mobilization. Changes in the
political environment continues to affect the extent and timing of the conduct of Project
induced TDM measures. However, TDM being a core of managing traffic challenges of IMM
jurisdiction, its priority is deemed to stay till visible level of congestion decrease is realized,
warranting a rating of high for the sustainability of Project achievements.

3.3 Conclusion

The Project has made tangible achievements in strengthening capacities of
Transportation Department’s core staff in TDM measures. Its relevance is evaluated
high based on close alignment with (1) the Government policy of Turkey, (2) the
Strategic Plan of IMM as well as (3) the needs of its Transportation Department, (4)
the requirement by UNESCO World Heritage Committee, and also (5) Japan’s ODA
Policy. The Project effectiveness is also assessed as high, for the Project Purpose, as
determined by the indicator, has already been met based on the triangulation of
questionnaire survey, face-to-face interviews, and document review, and there is a
clear linkage between the achievement of the Project Purpose and the production of
Outputs. Efficiency of the Project is evaluated as satisfactory in view of the five
dimensions of Input-Output relationships that the Project managed for results. They
are: (1) turning a challenge by delay into resource acquisition process management
opportunity, (2) important assumption of output, (3) inputs by Japan, and (4) inputs
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by IMM. As the prospect for achieving Overall Goal through further implementation
of TDM is high, the impact of the Project is deemed substantial, accompanied by a
comprehensive assessment on the sustainability of Projects’ achievement as high

3.4 Recommendations
(1) Re-confirm C/P assignment with the Project, and clarify roles and goals with timeline

As common for strong technical staff at a public entity, the assigned C/P have regular
and/or routine functions for the Directorate/Department, and could not spend 100% of their
work time solely for the Project. However, knowing such constraints, the Project made
arrangement such as Weekly Friday Meeting to strategize its operation management. From
the questionnaire and face-to-face interviews, it seems that there is still some more room to
further economize use of time by prioritizing and clarifying “who does what to get where by
when”, to ensure each is well aware of what they are tasked to deliver. Thus, toward the end
of the Project completion, it is recommended that the Project re-visits PO and stock takes
what each C/P should focus, as well as double checks if what each C/P thinks he/she is
supposed to be doing rightly reflects what PDM/PO determines for that particular C/P.

(2) Consider lending short-term technical support to Yenikapi development to solidify the
Project built TDM capacity

After administrative decision was made to suspend execution of the second social
experiment (Output 2), the Project swiftly tuned into IMM’s evolving and urgent challenge
of establishing intermodal passenger transport system at Yenikapi transfer point, one of the
most critical traffic nodes of the City to become. This adjustment is still within the
framework of the TDM application, and provides a clear illustration of the flexibility as well
as capability of the staff in applying accumulated experiences on TDM.

As IMM’s need to take on Yenikapi development is urgent, one possibility is to formalize
Project’s technical support to the development, details of which to be determined in
consultation with JCC, by extending Project period up to six (6) months to conduct study for
an urgent action plan. It will be conducted under the Output 1 component of the Project, and
its essence would preferably be documented as an addendum to the Output 3 produced
guidelines.

(3) Pick up on the suspended second social experiment on traffic cell system at a time
opportune for implementation

The Project laid out all the preparatory work for the experiment, and the C/P particularly
consider this will be a missed opportunity if not implemented. Thus, while implementation
within the Project period does not seem probable, keeping it in the agenda of Transportation
Department and prioritizing its implementation when the time is opportune will be an
important step to ensure realization of Project outcome.

(4) Closely liaise with IMM’s Directorate of Historic Sites Protection by providing
information on Project achievements

The Project has been in full compliance with the requirement by UNESCO to upkeep the
status of Istanbul Historic Areas as a World Heritage Site, as determined by “Istanbul
Historic Peninsula Site Management Plan (2011)”. Further confirmation was obtained from
IMM’s Site Management Directorate, the section in charge of liaising with UNESCO, that
the Project has been operating within and in support of the mandate of the Site
Management Plan which recognizes the significance of TDM. As the Site Plan is now under
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review for update, the Project should feed its data and information on the achievements to
this unit, so that Project’s contribution to the Historic Area will be formally acknowledged in
the next version of the Site Management Plan, authenticating TDM measures by the Project
for the Historic Areas.

(5) Start to engage non C/P for further application of TDM measures

The Project worked within the existing organizational framework of the
Transportation Department by setting up Working Group with staff drawn for their
technical and functional responsibilities. Thus, termination of the Project will not
negatively affect the furtherance of the activities derived. However, them being staff
for planning the measures and possibly testing the measures but not for launching
large scale operations, realization of wider application depends on the Project (1)
making a thorough and informative guideline (Output 3) before the end of the Project
period, and (2) reaching out to the other Directorates concerned for future
mobilization. While the Project is currently on schedule on the Output 3 activities,
ensuring quality of the guidelines as well as scoping of how to disseminate the
guidelines so that further engagement of the beyond C/P group can be acquired
should be sought out from now.

3.5 Lessons Learned
(1) Importance of Stakeholder Engagement

Project established well-functioning communication channel between the Experts and C/P
through regular Friday Meeting of the Working Group (core group working on the Project).
Other concerned Directorates in Transportation Department were also involved in the
communication channel as well as in collaborative work depending on the agenda. On the
other hand, how to engage with upper management under dynamic and fluid work
environment of a huge municipality system continued to pose difficulty to the Project due to
their busy schedule, and the Project admits that it could not always shape their agendas in a
way comprehensible to the upper management. Also, the Project reflects that its outreach
effort for public involvement was not sufficient for what is required for the implementation
of a full-fledged social experiment.

While access to the higher authority continues to be limited, the Project is definitely
utilizing its experiences for navigating the bureaucracy. Its clearance request is now better
tailored, thinking ahead on what is required for the upper management to approve without
hesitation. Such goal oriented thinking is a universal asset in any type of organization, but
is particularly relevant and is envisaged to take root as a ground rule for public servants.
Thus, going forward, significance of consensus building within and beyond the municipality
as well as that of outreach to the public should be considered and treaded as an integral part
of successful planning and implementation of TDM measures.

(2) Non-technical capacity for technical officers

The target group of the Project was determined in its PDM as Transportation Department
of IMM. As the staff (i.e. C/P) came on board already in possession of high level technical
expertise, the benefit of their participation in the Project related more with how to structure
and carry out TDM measures rather than in the narrow sense of developing technical
capacity. Therefore, while “needs” might not have been felt by the already able C/P for
capacity development in transportation management issues, the value of the Project having
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provided opportunities for the technical officers to think through how to strategize and act in
order to realize TDM measures within the mandate of the Municipality which is always
under fluid business environment should be recognized.

(3) Dispatch Patterns of JICA Experts

Japanese Experts were dispatched in accordance with the framework of contractual
arrangement with JICA. Given large part of the Project needs are of procedural nature for
which uninterrupted on-site availability of the Experts ensures seamless advisory services
to the C/P, absence of such arrangement made C/P feel that it could be one reason for
bottlenecks. On that point, suggestions were made to appoint fewer number of experts Gf
required for budget reason) for longer stretch of time in the office with more permanent
resident status than patchy in-and-out of more numerous number of Experts. The issue is
not specific to this Project, and merits deliberation on the part of JICA for effective
implementation of its project scheme.

(4) Value of lessons from less than ideal examples

All the core C/P had the opportunities for training in Japan, where exposures to TDM in
Japan provided opportunities for them to establish comparative perspectives. Some
pre-concluded Japanese technology is not surpassing what exists in Turkey, but such
comparisons included, the C/P gained firsthand knowledge on the real applications of TDM
by public entities managing transportation system. This example is a reminder that the
value of establishing reference point cannot be underestimated as an offering even from less
than ideal cases.
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oiDate s oo il e Schedule -
1-Sep Sun | Narita—Istanbul (Evaluation Analysis)
Interview with Mr. Yakup Demirhan, Director of Transport
Department
Site visit to Yenikapi Station area with Experts and C/P
2-September | Mon Interview Japanese Experts (Chief Advisor, Transportation
Management, Transportation Planning, and Social Experiment
Management)
Interview with Mr. Muzaffer SAHIN, Deputy Manager of
3-September Tue | Director, IMM Directorate of Historical Sites Protection
Interview with C/Ps
4-September | Wed | Interview with C/Ps
5-September | Thu | Data analysis
6-September Fri | Data analysis/Report drafting
7-September Sat | Report drafting (Evaluation and Analysis)
Narita — Istanbul (Leader, Evaluation Management)
8-Septemher | Sun | Report drafting/Group Meeting Preparation  (Evaluation
Analysis)
JICA Evaluation Team Meeting
09:00 Courtesy Call to IMM (Mr. Yakup Demirhan and Mr.
Ahmet Hamdi Guner)
9-September | Mon =6 20 G roup mesting with IMM C/Ps
16:00 Prof. Dr. Mustafa Ilicalli, Transport Engineering,
Bahcesehir University (Ms, Neriman - IMM joins this meeting)
{AM) Team meeting with Japanese Experts, Draft Evaluation
Report preparation and cross check with Turkish translation
10-September team
(PM) PM Prior Consultation with IMM C/Ps of Draft
Tue | Evaluation Report {Mr. Ahmet Hamdi Guner and Ms. Neriman)
(PM) Field Survey (Historical area, road network, parking
place, (ransportation node, public transport system, Yenikap
Station area)
10:00  Discussion of Minutes of Meetings and Draft of
evalnation report (Mr. Ahmet Hamdi Guner, Director of
I1-September | Wed | Transportation Planning/Project Manager)
(PM) Reserved for continuation of discussion on the contents of
the documents for signing
(AM) Finalization of draft M/M
12-September | Thu (14:00) Joint Coordination Conunitiee (JCC) Meeting (signing
of M/M}
(17:00) Istanbul — Ankara (Leader, Evaluation Management)
(AM) Reporting to Embassy of Japan {(Leader, Evaluation
Management)
. | (AM) Reporting to JICA Office
13-September | Fri (14:00) Ankara — Istanbul (Leader, Evaluation Management)
Finalization of reports (Evaluation Analysis)
(17:10) Istanbul — (All)
{4-September | Sat | (10:25) — Narita (All)
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1. IMM Transport Department

2 REESREY A B

M, Yakup DEMIRHAN

Head of Transport
Department

Project Director

IMM Transport Plan

ing Directorate, Transport Department

M. Ahmet Hamdi Gliner Director

Ms. Berna CALISKAN Civil Engineer, MSc.

Ms. Dilek COL YILMAZ City Planner, MSc. Qutput |

Ms. Emel GUNAY City Planner MSec. Qutput 2

Ms. Mehmet CAKIR City Planner, MSc. Output 1,2, 3
Ms. Niltifer DUNYA City Planner, MSc. Output 1

Ms. Neriman ERUNSAL

Civil Engineer, MSc.

Organiaztion of seminar, weekly meetings,
ete. Ensuring connection amongst
agencies and personnel / Seminer, haftalik
toplant1 vs. dilzenleme, kurumtar ve
personel arasinda iletisimi saglama

Ms. Nesligiil Unal

Architect, MA

Output 1,2, 3

Ms. Onursal Bag

Deputy Director of
Transportation Planning

Qutput 3

Mr. Serkan SIMSEK

—

Geophysics Engineer

3. IMM Traffic Directorate, Transportation Department

Ms. Esma DILEK

Computer Engineer,
MSc. / Software
Engineer

The first Social Experiment

Ms. Seyma ULULAY

Not direct C/P but collaborated through
her assighment on ISPARK.

4. IMM Site Management Directorate

Mr. Muzaffer SAHIN

Deputy Manager

but has overlapping responsibility of the

Project site

5. University

Dr. Mustafa ILICALLI

Professor, Transport Engineering, Bahcesehir University (tbc)




6. Japanese Experts

sy EE:POSiti'{')n"f A

Mr. Katsuhide NAGAYAMA

Chief Advisor/Project Manager/Transportation Policy

Mr. Tamaoki WATANABE

Vice Project Manager/Transportation Management

Mr, Sadayuki YAGI

Transportation Planning

Mr. Osamu ABE

Social Experiment Management (2)
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3 R AR

RIS RTRE Dlspatched permd
I‘leld of Expertlse & (MI'M)
' S 2011 201_2 2 2013 'I‘otal
Chlef Adv1501 /PrOJect Katsuhide
Manager/Transportation Policy 0.7 03 1.7 2.7
NAGAYAMA

Vice Chief
Advisor/Transportation 0.0 3.0 35 6.5
Management TetSUO WAKUI

Vice Project

Manager/Transportation 3.8 9.0 59 18.7
Management Tamaoki WATANABE

Transportation Planning (1) Sadayuki YAGI 0.7 4.2 3.5 8.5
Transportation Planning (2) Ken KUMAZAWA 0.0 L5 2.00 15
Social Experiment Management

o P ¢ Takeshi SHIMOMURA | 24 4.3 1.4 8.0
Social Experiment Management

@ Osamu ABE 0.0 1.1 34 4.5
Traffic Survey and Analysis Masaru KOMORI 1.5 4] 0.0 2.5
Survey Data Analysis Tetsuo HORIE 0.0 1.5 0.0 1.5
Coordinator/Public

Involvement Mﬂk()tﬂ OKAMURA ] Y 2.7 3.0 6.7

Total 10.0 287 24.4 63.1
Note: Covers the whole duration of the Project period,

3-1-2 AFAFE R O = [ E it

L. RAHHE

(1) The first Training in Japan (February 12, 2012 — February 23, 2012)

1) Ahmet Hamdi Giiner, Manager of Transportation Planning Directorate
2} Onursal Bas, Deputy Manager of Transportation Planning Directorate
3)  Mehmet Cakir, Researcher of Transportation Planning Directorate

{2) The second Training in Japan

1) DILEK COL, Researcher of Transportation Planning Directorate
2} EMEL GUNAY, Researcher of Transportation Planning Directorate

3)  NILUFER DUNYA, Researcher of Transportation Planning Directorate
4)  SERAP CETINKAYA, Researcher of Transportation Planning Directorate
5)  SERKAN SIMSEK, Researcher of Transportation Planning Directorate
6)  KEVSER USUL, Researcher of Transportation Planning Directorate



7)
8)
9)

10)

FATMA BETUL AKBIYTK, Researcher of Transportation Coordination Directorate
" [SA CERRAH, Researcher of Transportation Coordination Directorate
HAMIT POLAT, Researcher of Traffic Directorate

2. BZENHE (L TR—)

ESMA DILEK, Researcher of Traffic Directorate

20134 11 A, 1L A0 H o & —s_— N &%t - LT, B{EEHE P,

3-1-3 R

1 2011 GPS Data Logger GT-800 pro ”10 19.E,[00
2 | 2011 | GDP Drive First Science FS2000 10 184,600
Recorder

3 | 2011 | JICA STRADA JICA STRADA 1 165,000

4 | 2011 | Personal Computer | Sony Vaio PCG-7191M 1 11.033.00

5 | 201! | Personal Computer | Samsung NP-RV511-803TR 1 4.436.80

6 | 20f1 | Personal Computer | Samsung NP-RV511-S03TR 1 4.861.60

7 | 2011 | Display LG Flatron E22518-BN 1 499.00

8 | 2011 | Display LG Flartron E2241 I 304.25

9 | 2011 | Display Philips Flatscreen { 395.90

10 | 2011 | Copy Machine HP Color LaserJet CM6040 1 12.927.74

MFP T

540,700 34,458

Tulas NERE

Secretary and interpreter 15.0
Traffic Demand Management Specialist 8.0
Transportation Planning Specialist 6.7
Social Experiment Specialist 4.5
Traffic Survey and Analysis Specialist 2.6
The first Seminar 0.5
The second Seminar 0.5
Evaluation Survey 4.5
Equipment and Materials 23.0

TOTAL 65.3
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Mr. Yakup DEMIRHAN

Project Director

Mr. Ahmet Hamdi Giiner

Project Manager

Ms. Nesligiil ONAL

Architect, MA, Transportation Planning Directorate

Ms. Neriman SAHIN

Civil Engineer, MSc., Transportation Planning Directorate
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o caegery | mems | cetary)
The first Social Experiment Signboards 160,000
The first Social Experiment Technical Maintenance 2,000
The first Social Experiment Gasoline for Service Buses 6,000
The first Social Experiment Vehicle Maintenance 2,000
Driver Salary Driver Salary 30,000
Surveys and Countings Surveys and Countings 300,000

Total 500,000




SECTION I: Project Achievements
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nation Questions:

Prospect for
Achieving the
Overal Goals

To what degree has
the Overall Goal been
achieved?

Overall Goal:

Appropriate TDM
measuras will be
implemented in the
Istanbul historical
area to create
comfortable city
environment.

OVI1. More than two (2) TDM measures are implemented in the Istanbu! historical area,

® As evidenced through the Project period, the C/P stayed focused on the planning and execution of the Project planned TDM measures. The unfortunate
suspension of the 2% social experiment beyond control of the staff assigned did not deter them from the pursuit for such undertakings for the cause of better
traffic conditions in the target area. Given IMM's imminent needs for the Historic Area are to install arangements for intermodal facilities at Yenikapi (as the
grand opening of this transportation hub is approaching in the end of October 2013), the TDM experiences of the Project is expected to draw attention for its
high relevance as the core for establishing intermodal system.

OVI2. Visible improvements is realized by the TDM measures in the Istanbu} historical area.

e As indicated under OVI 1. above, the imminent mission of IMM to develop intermodal system at around Yenikai Station area is a hoge undertaking in the
Historic Areas, where passengers’ transfers among Yenikapi Station, IDO bus terminal, and Aksaray Station need to be managed while preserving
archeological sites though measures fucluding passengers” transfer corridors. Such challenge will provide a meaningful test for the Project concerned staff at
IMM’s Transportation Department to demonstrate capacities developed through TDM experiences with the Project, and visible and tangible improvements as
a part of the measures are probable.

Prospect for

To what degree has

OVI1. More than 80% of staffs of the Transportation Department evaluate that implementation capacities of TDM measures are strengthened.

Achieving the | the Project Purpose
Project Purposz| been achieved?
¢ By combination of face-to-face interviews and written questionnaire responses, it was confirmed that 80% of the staff of the Transportation Department that
worked with the Project as C/P consider they have elevated their technical capacity on TDM through their participation in the Project. Since there were a
Project Purpose: couple of C/P with whom direct confirmation could not be obtained during the evaluation, it is possible that the ratio could be higher, suggesting tangible
Transportation learning is realized by the Project activities.
Perent 3 ¢ On the other hand, C/P unanimously expressed that they were counting on the 2™ social experiment as an opportunity to solidify their acquired skills through
imp le_rr{entauon the process of the 1* experiment so that they can ensure for themselves that they will be fully ready to carry forward onward TDM. This relates not only to the
capacities of TDM technical part of the measures but also to how to navigate the administrative system of IMM to implement 1easures, and for that reason, in order to crystalize
measures for [},le Project germinated capacity on TDM, going through yet one more measure will be beneficial to the staff of the Transportation Department.
Istanbul historical
area are stzengthened.
Achievement . OVI1-1. Survey reports are prepared, describing traffic characteristics, transport planning issues and stakeholders’ concerns on transportation
levels of the Qutput 1: .. improvement.
Outputs Traffic characteristics
of the Istanbul

historical area are
clarified and issues on
transportation
planning are
identified.

e Activities under Qutput T were conducted in sequence from the onset of the Project in full manner. First, the Project held discussions with TDM concerned
agencies within and outside IMM (e.g. other Directorates in Transportation Department, ISPARK, LASIM, ISBAK) to 1ake stock of situations concerning
delineation as well as overlaps in work functions. The Project then checked approval status of M/P and confirmed there is no revisions to IMM’s traffic
management planning and public transport planning. Based on such confirmation, the Project proceeded with various surveys in order to analyze twansport
patterns and bottlenscks that have to be attended through TDM measures. The survey procedure and results were compiled into reports such as:

v
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Main-

Evalustion Questions

~Questions :.-.:-S"'.lb-Ql_l-.? ons At G L :
# “Junction Traffic Count Survey” Field Report (March 29, 2013)
¥ “Modelling Sofular Zone with Transmodeler Microsimulation Software™ (not dated)
# “Parking Count Survey Results Report™ (2013)
% “Sman Parking System Social Experiment Project” Field Survey Report {March 29, 2013)
# “Field Studies Traffic Counts™ (not dated)
® The process and the results that came oot through the implementation of the surveys laid the foundation and led into successive activities under Qutput 2 & 3.
Achi t | To whatd h o . .
cluevemeit 0 What Cegee 1as OVI2-1. More than 8¢ % officers are trained in fraining courses and seminars.
levels of the Output 2 been )
Outputs achieved? o 100% C/P was covered by training in Japan through 2 separate courses. The 1™ training accommodated managerial staff focusimg on coneept and effactiveness
. of social experiments in the framework of TDM. The 2™ course was shaped for technical staff to arient them ou how to plan, conduct, and evaluate social
Qutput 2: experiments, as well as on how to incorporate experiments’ results for further application. Eagemess in pursuing and absorbing new knowledge on TDM was
Transportation evident from the feedback of the C/P, and each person returned with own takeaway lessons.
Department’s e Participation rate for the Project organized seminars (2 times so far, 1* in March 2012 and 2™ in March 2013) was also 100%. The 1** seminar was held
capacities are conjunction with JICA Consultation Mission from Tokyo, and included technical presentations by the university professor members of the Japanese
strengthened through delegation. The active discussion and interaction among the participants on implementation method, effectiveness on social experiments provided a venue to
planning, clarify previously held anxieties regarding untried areas of social experiments. The 2™ seminar was more tailored for conducting social experiments as part of
implementing, the Project activities, and technical presentations covered reporting back on the workings from the 1™ social experiment (Smart Parking System: SMS) and
evaluating, and preparatory overview for the 2™ social experiment (Traffic Cell System).
analyzing social OVI 2-2
experiments of TDM -
measures. Two (2) TDM social experiments are implemented.
@ The 1" TDM social experiment on smart parking system was conducted in January - February, 2013, in Fatih Districe, by the leadership of Transport Planning
Directorate in coliaboration with the other IMM Directorates in Transportation Department (Transport Directorate, Coordination Directorate} and related
parking management agencies (ISPARK, TAVG). The undertakings required for the Project (in this case C/P) to secure not cnly funding for the experiment
but also engagements from the busy cofleague units, not to mention timely approval from the administration. Fer lack of recognition by the unit in charge of
public relations, advance dissemination to the public could not take place, standing as a detriment to the fuller implementation of the experiment. Yet, data
regarding utilities of the system such as in decrease in travel time, effects of transmodal shift were collected along with lessons on how to manage planning
stages with various stakeholders.
© Following on mixed results of the 1% experiment, the Project geared up on the preparation for the 2™ experiment on Traffic Cell System, However, it faced
no-ga decision by administration due to concern in association with the upcoming efection of March 2014, particularly as the 2™ experiment requires heavy
restriction of moves of the public affected. Yet, from the course of planning, implementation, and analysis of the 1 experiment, C/P expressed in their
response to the questionnaire their confidence in managing such experiments in the future.
OVI2-3. Implementation reports are developed including analysis results.
e The results of the 1™ social experiment was compiled together with the procedure and analysis, and presented at the 2™ seminar. Regarding the suspended 2™
experiment, the objective, value, and specific process of conducting this experiment in the Historic Areas wers sketched oot and compiled into a report.
Without the previously unanticipated suspension for implementation of the experiment due to election, this part of the Output would have been produced.
Achievement | To what degree has

levels of the

DOutput 3 been

OVI3-1. Guidelines for TDM measures implementation are prepared.




o Evaloation Questions w0

‘Main SR

social experiments is
summarized as
guidelines and shared
among relevant
departments of IMM.

Questwns : SubQuestwnS i g A : ; SR : . - L : TR S L
Outpurts achieved? e Drawing from the 1% social experiment conducted, C/P are in the process of preparing assigned chapters of the guidelines with scheduled complelion in
M November 2013, As of September, the preparation is on schedule, In the interim, the results of the 1* social experiment are disseminated through conferences
Experience of the such as that organized by ISPARK in March 2013, and its impact is already reflected onto discussions for further applications with the larger parking system

Operator community in the Historic Areas.
OVI3-2. The guidelines are disseminated to relevant departments of IMM.
o Drawing from the 1¥ social experiment conducted, C/P are in the process of preparing assigned chapters of the guidelines, and thus the completion is within

reach by the end of the Project period. However, as the 2™ social could not take place, the end product will lack findings and lessons from the Traffic Cell
System. The Project has planned dissemination seminars and workshops targeting relevant departments of IMM for dissemination.

Achievement of]
Inputs

Have the Japanese
side’s inputs been
allocated as planned?

= Personnel (Japanese the JICA Expert Team):

The Japanese side has assigned ten JICA Expert Team to the Project in the fields of: Chief Advisor/Project Manager/Transportation Policy, Vice Chief
Advisor/Transportation Management, Vice Project Manager/Transportation Management, Transportation Planning (1), Transport Planning (2), Social Experiment
Management (1), Social Experiment Management (2), Traffic Survey and Analysis, Survey Data Analysis, Coordinator/Public Invoivement (See Annex 3-1-1
Assignment of the JICA Expert Team).
¢ Trairing in Japan and the Third Country

The Japanese side has provided training in Japan to 13 staff members from Transport Planning Directorate as well as from Traffic Directorate, and
Transportation Coordination Directorate. In addition, training in Singapore for 11 staff is being scheduled to take place in November 2013 (See Annex 3-1-3
Training in Japan and the Third Country).

s Provision of equipment and materials:

The Japanese side has provided equipment necessary for the planned social experiments {e.g. GPS data logger, GDP Drive Recorder), office supplies and
equipment {e.g. a photocopier, personal computers, computer displays, etc.), which amounted to Japanese Yen (JPY) 23.0 million (Approximately USD 0.23
million) (See Annex 3-1-4 Provision of Machinery and Equipment).

s Operational Expenses:

The Japanese side has allocated total amount of JPY 65.3 million {(Approximately USD 0.67 million}) for the operational costs of project activities (See Annex

3-1-4 Operational Expenses by Japanese side).

Have the Turkish
side’s inputs been
allocated as planned?

+ Counterpart personnel:

The Turkish side has assigned one Project Director, one Project Manager, 15 Technical Staff Members drawn from Transport Planning Directorate, Transport
Coordination Directorate, Traffic Directorate, Mass Transport Services Directorate,. Chairperson (See Annex 3-2-1 Assignment of C/P Personnel).
o Facilities:

The Turkish side has provided office space in IMM building for JICA Expert Team.
= Local cost:

The Turkish side has allocated the total amount of TRY300,000 (approximately JPY 25.5 million) for the operational costs of project activities (See Annex
3-2-2 Turkish Side's Local Costs).




SECTIONII. Implementation Process

on of
Activities and

project activities been
implemented as

<o s Evaloation Questions 70000
- Questions SubQuestmns , B R T LTt L T T e L e T T R S TR
Implementati | To what degree have | » Project activities have been implemented with thorough planning and preparation, but delays occurred from early point in time. The Project concerned parties

were well aware of the possibilities for delay, for example, a need to factor in time required for IMM clearances 1o conduct traffic surveys (Output 1), and
consulted during the first JCC (within one month of Project launch) for revising some schedule. The most significant factors for further delay concerned

Ownership in | planned? Has IMM preparation for the 1™ social experiment on smart parking system (Output 2). They include time for securing {imtially unallocated) budget (due to changes in the
Implementati | Transport parties 10 shoulder this budget on the Turkish side} and time required for coordinating with inside/outside agencies concemed for the implementation. With
on Department/Transpor concerted effort on the part of the Project, however, each step was managed with diligence and professionalisin, and made the 1* social experiment
tation Planning implementation an exemplary case to exhibit ownership in the Project by the Turkish C/P.
Directorate = Yet, some indications surfaced that not all C/P had full comprehension of what was happening with the Project and of where the Project (particularly with
demonstrated an redirection after suspension of the 2™ social experiment) was heading. The reshaping of the Work Group with re-confirmation of the assi gnment toward Project
adequate level of completion might make sense for fuller involvement of those.
ow1_'1ershlp to ehance | Regarding the challenge of administrative decision to suspend execution of the 2™ social experiment {Output 2), the Project swifily redirected its effort, which is
their I:nal'lﬂgemem still in alignment within the boundary of administration as well as the Project design, by responding to an urgent and evolving issue of the IMM’s endeavor on
capacity? intermodal passenger transport development ar Yenikapi transfer point, which is becoming one of the most critical traffic nodes of the City
Project Are there any issues ° Project established well-functioning communication channel between the Experts and C/P through regular Friday Meeting of the Working Group (core group
management with the project working on the Project). Other concerned Directorates in Transportation Department were also involved in the communication channel as well as in
management? Has collaborative work depending on the agenda.
there _hee“ an ® On the other hand, how to engage/involve upper management under dynamic and fluid work environment of a huge municipality system continued to pose
effective difficulty to the Project, and significant effort was spent on acquiring clearances and guidance.
communication and
information sharing
among CP and
between CP and
Experts?
Follow-up of | To what extent have (1) Communication at the decision making level
Recommende | the actions e While access to the higher authority continues to be limited, the Project is definitely utilizing its experiences for navigating the bureaucratic systern. Its
d Actions by recommended to be clearance request is now better tailored thinking ahead on what is required for the upper management to approve without hesitation.
the Mar. 2012 | taken up by the
C(?nsvultarjon Project? (2} Counterpart Assignment
]1\148:: g]erom ® The point raised by the Mission concerned overburden of work on some specific personnel within the C/P group, particularly in view of the preparation for the

2" social experiment (Traffic Cefl System) while wrappig up on the 1% social experiment. Since this observation, the environment that governs the Project has
required it to move away from social experiment until election is over, and toward new agenda within the scope of TDM (i.e. Yenikapi Station area intermodal
traffic node development), the Project has laid out good working arrangement (coordinative, technical, for example) fully leveraging from the learning from the
1% social experiment.

(3) Udlization of technical knowledge from academic community

¢ In response 1o the recommendation from the Mission for the Project to arrange co-learning opportunities between C/P and budding scholars on TDM from
academic community in Istanhul, it invited these schotars on multiple occasions to the Project arranged meetings.




SECTION IIE:

Evaluation by the Five Criteria

‘Eyalua nQuestmns

‘Main Quiestions

2 :Sub Questions

Relevance

Relevance with the
Government policy
of Turkey and
Strategic Plan of
MM

Has the Project been in fine with
the priority of development
policies of the Government of
Turkey as well as vision,
principles, and strategic plan of
IMM?

The Project was planned and implemented in line with Turkey’s national development plan, *Ninth Development Plan of Turkey
(2007-20131)", particularly that relating to its Development Axes of “Increasing Competitiveness” that encourages corridor
approach in transportation by looking into alternative modes, “Increasing Quality and Effectiveness in Public Services” that aims
at increasing quality and effectiveness in the delivery of public services.

Likewise, the Project is one direct response to IMM's “Strategic Plan of Istanbul Metropolitan Municipality (2010-2014)7,
where establishment of “smart transportation™ system for controlled and systematic pedeswian & vehicle traffic is envisaged.
This Strategic Plan was prepared based on JICA supported “Study on Integrated Urban Transportation Master Plan for Istanbul
Metropolitan Area in the Republic of Turkey” (2009), under the framework of Japan’s assistance policy for Turkey that calls for
supporting the country’s sustainahle economic development through improvement of business and investment climate for urban
areas.

Relevance with the
requirement by
UNESCO World
Heritage
Committee

Has the Project been in
compliance with the
requirement by UNESCO to
upkeep its status as World
Heritage Site?

The Project has been in full compliance with the requirement by UNESCO to upkeep its status as a World Heritage Site, as
determined by “Istanbul Historic Peninsula Site Management Plan (2011)”. Further confirmation was obtained from a Deputy
Manager of Director at IMM’s Directorate of Historic Sites Protection, the section in charge of liaising with UNESCQO thar the
Project has been operating within and in support of the mandate of the Site Management Plan which recognizes the significance of
TDM. As the Site Plan is now under review for update, further collaboration is envisaged, by the Project feeding its darta to this unit
within IMM in charge of the UNESCO mandate, so that the alignment is fully recognized by beyond the two parties concerned.

Relevance with the
needs of
Transportation
Department of
MM

Has the Project Purpose been in
line with the needs of the target
group? Have the needs of the
target group been high?

Target Group:
Transportation Department of
MM

The target group of the Project was determined in ies PDM as Transportation Department of IMM. Drawing staff with relevant
technical backgrounds and professional mandates within the Department, core Working Group was established for the Project,
ensuring relevance of the Project with the needs of the target group. As the staff (i.e. C/P) came on board already in possession of
high level technical expertise, the benefit of their participation in the Project related more with how to structure and carry out TDM
measures rather than in the narrow sense of develeping technical capacity. Particularly, the Project laid out opportunities for C/P to
navigate and move their agendas in the huge municipality administration system, and from the engagements the C/P came to
manage how to involve upper management on technical agendas, how to liaise with infout agency colleagues, and how to involve
stakeholders. Therefore, while “needs™ might not have been felt by the already able C/P for capacity development in transportation
management issues, the Project served as an opportunity for the target group to think through how to strategize and act in order to
realize TDM measures within the mandate of the Municipality which is always under fluid business environment,

Relevance with the

Has the Project been in line

(See above under Relevance with the Government policy of Turkey and Strategic Plan of IMM). The Project is in line with Japan’s

Japan’s ODA with the Japanese assistance policy for Turkey. Japan’s assistance policy for Turkey has a focus on supporting the country’s sustainahle economic
Policy Government’s assistance development through hnprovement of business and investment climate for which urban environment is a key.

policies for Turkey?
Comparative Does Japan have teclinological | = Both Japanese and Turkish sides well recognize that Japan’s preexisting TDM examples might not be the ultimate model for
empirical and and empirical advantages in Istanbul particularly from the perspective of technological prevalence. Yet, both sides share the view that Japan offers relevant
technological TDM management for cases for Istanbul in its consideration for how to manage transportation system as a public sector endty.
advantage of contributing to

Japan’s cooperation

Turkey/Istanbul?




Effectiveness

Achievement of the What is the prospect of

Project Purpose
Project
Purpose:
Transportation
Department’s
implementation
capacities of
TDM measures
for the Istanbul
historical area
are

achieving the Project Purpose
by the end of the Project
period?

& The goal of achieving the Project Purpose, as determined by the indicator, has already been met based on the triangulation of
questionnaire survey, face-to-face interviews, and document review.

To what degree was the
achievement of the Project
Purpose attributable to the
successful achievement of the
Outputs?

¢ The significance of the produced Outputs for the achievemnent of the Project Purpose was clear.

Identification of waffic characteristics and issues of the Istanbul Historical Area (Output 1) was considered as an exercise to shed

new light on the already existing inventory of information at the Department. Yet, the fact that such stockiaking was an

instrumental step for TDM measure prioritization and planning was an important point that became evident for the achievement of

Output 1.

© Regarding OQutput 2, planning and execution as well as management of the whole process of the 1¥ social experimens {smart
parking system} having been a new venture for the target group, each step was learned with enthusiasm and professional interest,
leveraging on their technical expertise and diligence as municipality staff. In addition, critical takeaway was realized for the need to
take care of securing budget and acquiring clearances from within the administrative system of a huge municipality, as well as to

stengthened. manage relationships with outside agencies and stakeholders.

e Qutput 3 is outside the narrow sense of implementation but is an instrumental component of the Project to pave a way to ensure
similar or improved implementation will become possible beyond the Project peried, by documenting the process and fessons into
guidelines. At the time of terminal evaluation, the preparation is on track and on schedule, and the end product is expected to

. coniribute to the crystallization of the Project Qutputs for the target group's later reference for future TDM measures.
Has the Tmportant Assumption Important Assumption: Policy priority on TDM of IMM is not drastically changed during the project period.
for achieving the Project
Purpose heen fulfilled? = The needs for TDM in such a congested city hub has only expanded as the time progressed during the Project period. With the
grand opening of Yenicap Station on October 29, 2013, IMM®s priority on TDM as a means to develop intermodal system for
managing transfer corridors for rail, road (bus and pedestrian), and sea {ferry) is even higher as the Project’s completion approaches
in December, 2013.
Contributing To what degree has each Output | @ See Section 1: Project Achievement
factors been prodoced?
Have there been any other e N/A
factors that contributed to the
achievement of the Project
Purpose?
Hindering Have there been any other e March 2014 election became a factor for the IMM admimistration to suspend execution of the 2™ social experiment, as its
factors to factors that itpeded the preparation and implantation requires in-depth involvement of the public beyond the level acceptable to the administration during
Effectiveness achievement of the Project the time running up to the election.

Purpose?




Evaluation Questions

“Main Quésﬁons

“Sub Questions”

iciency

.

EfTi

Causality of
Inputs and
Qutputs

Have Project activities been
appropriately conducted in
terms of their timing, duration,
and quality to produce planned
Outputs?

¢ Project activities have been implemented with thorough planning and preparation. but delays occurred from early pomt in time. The
Project concerned parties were well aware of the possibilities for delay, for example, a need to factor in time required for IMM
clearances to conduct affic surveys (Output 1), and consulted during the first JCC {within one month of Project launch) for
revising some schedule. The most significant factors for further defay concerned preparation for the 1st social experiment on smart
parking sysiem (Qutput 2). They inclnded time for securing (imtially unallocated) budget (due to changes in the parties to shoulder
this budget on the Turkish side} and time required for coordinating with inside/ouiside agencies concerned for the implementation.
With concerted effort on the part of the Project, however, each step was managed with diligence and professionalism, making use
of the challenge and effectively turned investment (incl. human power required to navigate the bureaucratic system) into Qutputs.

Achievement of
Qutputs

Has the Important Assumption
for achieving the Outputs been
fulfilled?

Important Assumption: Cooperation from relevant entities and organizations is secured.

@ At points, the Project faced difficulties to gage understanding and necessary technical support from the parties instrumental for the
implementation of the Project. One such instance was prior announcement to the public on the implementation of the 1% social
experiment on smart parking system. While it is critieal that the public is well informed that such venture is taking place and the
Project could not obtain clearances from IMM for full-fledged dissemination of the information prior to the experiment.

Appropriateness
of Inputs by Japan

How appropriate has the
assignment of Experts been in
terms of the number of experts,
their cxpertise and capabilities,
and the dispatched periods and
timings?

e Japanese Experts were dispatched in accordance with the framework of contractual arrangement with JICA. Given large part of the
Project needs were of procedural matters for which continual engagement was critical, as a retrospect, some concerns were voiced
on the difficulty involved with no-presence of Experts at critical times (i.e.in between dispatches of Experts for whose expertise was
called for) affecting effective operation. On that point, suggestions were made to appoint fewer number of experts (if required for
budget reason) for longer stretch of time with more permanent resident status.

How appropriate has CP
training in Japan and in the
third countries (if applicable}
been i terms of the number of
participants, training contents,
and the dispatched period and
its timing?

e Al the core C/P had the opportunities for traiming in Japan, where exposures to TDM in Japan provided opportunities for them to
establish comparative perspectives. Some pre-conciuded Japanese technology is not surpassing what exist in Turkey, but from such
comparisons included, the C/P gained firsthand knowledge on the real applications of TDM, and established reference points for
further practice through their job.

How appropriate has the
provision of machinery and
equipment by the Japanese side
been in terms of its quality,
quantity and Sming?

e Procurement of equipment by the Japanese side was adequate and was smoothly conducted to support the timely implementation of
the Project activities.

Appropriateness
of Inputs by IMM

How appropriate has the
assignment of CP been in terrs
of the number, placement (i.e.
balance between their regnlar
tasks and Project activities)
ownership and level of
participation?

© Ag common for sirong technical staff at a public entity, the assigned C/P have regular and/or routine functions for the
Directorate/Department, and could not spend 100% of their work time solely for the Project. However, knowing such constraints,
the Project made arrangement such as Weekly Friday Meeting to sirategize its operation management. From the questionnaire and
face-to-face interviews, it seems that there is still some more room to further economize use of time by prioritizing and ¢larifying
“who does what to get where by when”, to ensure each is well aware of what they are tasked to deliver. This seems particularly the
case since the 2™ social experiment came at a halt, Thus, toward the end of the Project compietion, it is recommended that the
Project re-visits PO and stock takes what each C/P should focus, as well as double checks if what each C/P thinks he/she is
supposed to be doing rightly reflects what PDM/PQ determines for that particular C/P.




‘Evaliiaiion Qiestions

| Main Quiestions

“Sub Questions:

Efficiency

How appropriate has the
provision of facilities and
equipment by the IMM side
been?

e IMM provided office space for the JICA Expert Team to function effectively for the Project..

Has the IMM budget for the
Project been appropriate
scale?

See Section 1: Project Achievement

= In the course of preparing for the 1™ social experiment (smart parking system), a glitch was identified as to who (Transportation
Department or parking systetn operator) will shoulder the cost. In the end, IMM budget was tapped, requiring the C/P to secure
sizable financial resource for the line item not originally included in the budget. Although that delayed the implementation of the
experiment, securing this resource within the same fiscal year was a commendable effort, given the difficulty of such practice in the
context of municipal governance.

Cooperation with
other
organizations/
projects

Has there been any effective
cooperation with other
organizations or projects that
increased the efficiency of the
Project?

The Project widely collaborated with relevant transport sector authorities as the particular themes/topics relate to the mandates and
work domain of these organizations, including Istanbul Otobus Co., ISBAK Co., BIMTAS, ISPARK Ca., Istanbul ULASIM Co,
and Fatih Municipality, who were associated with the Project as Working Group members.

Contributing or
hindering factors
to Effictency

Are there any other factors that
increased or decreased the
efficiency of the Project?

e N/A

Impact

Prospects of
achieving the
Overall Goals

To what degree has the Overall
Goal been achieved?

® See Section 1: Project Achievement

Will the Overall Goal be
achieved in 3 to 5 years after
the completion of the Project?
(Are the Overall Goal and
verifiable indicators still valid?)

& The prospects for achieving Overall Goal through further implemenzation of TDM is high. Through the Project period, the C/P
stayed focused on the planning and execution of the Project planned TDM measures and served 1o build institutional memory and
mechanism for the surrounding the theme. The unfortunate suspenston of the 2nd social experiment beyond control of the staff
assigned did not deter them from the pursuit for such undertakings for the cause of better traffic conditions in the target area.
Given IMM’'s imminent needs for the Historic Area are to install arrangements for intermodal facilities at Yenikapi {as the grand
opening of this transportation hub is approaching in the end of October 2013), the TDM experiences of the Project is expected to
draw attention for its high relevance as the core for establishing intermodal systems.

¢ Asindicated above, the imrninent mission of IMM to develop intermodal system at around Yenikai Station area is a huge
undertaking in the Historic Areas, where passengers’ transfers among Yenikapi Station, IDO bus terminal, and Aksaray Station
need 1o be managed while preserving archeological sites though measures including passengers’ transfer corridors. Such challenge
will provide a meaningful test for the Project concerned staff at IMM’s Transportation Departmeni to demonstrate capacities
developed through TDM experiences with the Project, and visible and tangible improvements as a part of the measures are
probable.

Have the Important
Assumptions for achieving the
Overall Goals been fulfilled?

Important Assumption:
e (No assumptions identified in PDM.)

Other aspects

Are there any unexpected
positive and negative impacts?

= No unexpected impacts have been identified at the time of the Terminal Evaluation, given IIMM has been operating under fluid and
dynamic business environment through the course of Project, and consideration to such environment has to be factored in for the
business conduct at the institution.




“Sub Qtisstions

Sustainability

Institutional

Have roles and responsibilities

o The C/P has fine recognition of their roles and responsibilities of their department.
aspect of IMM Transport Department
have been clearly defined and
understood by CP?
Organizational Has an organizational ® The Project worked within the existing organizational framework of the Transportation Department by setting up Working Group
aspect mechanism for continuous with staff drawn for their technical and functional responsibilities.

capacity development of IMM
Transportation Department in
its operation and management
been established?

Financial aspect

Has IMM Transportation
Department been able to secure
sufficient budget to conduct its
TDM based on the experiences
with the Project?

Particularly as evidenced by the implementation of the 1¥ social experiment for which the Department ended up securing own
budget for the exercise, the Department seems well positioned for financial aspect of the sustainability. The prospect for conducting
further TDM relates more to the priority of such measures in the context of Department’s wide array of responsibilities.

Technical aspect

Have core staff of IMM
Transportation Department been
trained sufficiently in number
and knowledge to conduet
TDM through the Project?

The core staff of Transportation Planning Directorate have been sufficiently trained for TDM. However, them being staff for
planning the measures, the level, dapth, and prevalence of wider application depends on how other Directorates concerned for the
actual implementation come together and get on board. For that, gnidance preparation is not adequate, and continual effort for
engagement will be required.

Other factors that
will increase or
decrease the
sustainability of
the Project
achievements

Are there any other factors that
wili increase or decrease the
sustainability of the Project?

Political environment continues to affect the extent and uming of the conduct of Project induced TDM measures. However, TDM
being a core of managing traffic challenges of IMM jurisdiction, its priority is deemed to stay till visible level of congestion
decrease is realized.
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1 | Traffic Issues of Historical | Report 2011 Traffic circnlation and traffic demand
Peninsula management problems report of
Historical Peninsula
2 | General Characteristics of | Report 2011 General characteristics of transport
Transportation and TDM in issues and TDM policies of Istanbul
Istanbul and Fatih
3 | Traffic Survey Report Report 2012 Traffic related survey reports
including traffic count, taxi prove,
public transport and others
4 | Implementation Report of the | Report 2013 Implementation report about the 1%
1" Social Experiment social experiment “Smart Parking
System”
5 | Presentation Materials for the | Presentation | 2012 Progress of iSTDM and overall about
1* Seminar planned social experiments,
6 | Presentation Materials for the | Presentation | 2013 Progress of iSTDM and result of the
2" Seminar 1" social experiment
7 | Presentation Material of the | Presentation | 2012 Accomplishment report of JICA
1* JICA Training in Japan counterpart training in Japan
8 | Presentation Materials of the | Presentation | 2013 Accomplishment reports of JICA
2" JICA Training in Japan counterpart training in Japan
9 | Socio-economic Report of | Report and | 2012 Socio-economic, transport issues, and
Fatih District Data other information report of Fatih
district
10 | TDM Project List in Istanbul | Report 2013 Selected TDM project lists for
Istanbul
11 | Implementation Report of the | Report 2013 Detail information, results and nex¢
1 Social Experiment steps of the 1™ Social Experiment
12 | Implementation Plan Report | Report 2013 and next steps of the 2™ Social
of the 2" Social Experiment Experiment
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Name of Project: The Project on Traffic Demand Management {TDM) for Historical Area in Istanbul

Period:

July 2011 - December 2013

Target Group: Transportation Department of Istanbul Metropolitan Municipality (IMM)

Project Narrative Summary Objectively Verifiable Indicators Means of Verification Important Assumption

Overall Goal

Appropriate Traffic Demand Management (TDM) | 1. More than two (2) TDM measures are implemented 1.  Means of Verification: Based on

measures will be implemented in the Istanbul i the Istanbul historical area. Interview Survey with the

historical area to create comfortable city transport department of IMM

environment. s . ;

2. Visible 1m.provements is rz?allzc?d by the TDM 2. Means of Verification: Through
measures in the Istanbul historical area, an Evaluation Survey between
before and afier TDM

Project Purpose

Transportation Department’s implementation More than 80% of staffs of the Transportation | Interview and questionnaire survey Policy priority on TDM of IMM is

capacities of TDM measures for the Istanbul Department evaluate that implementation capacities | with the transportation department not drastically changed during the

historical area are strengthened. of TDM measures are strengthened. staff project period.

Outpat:

1. Traffic characteristics of the Istanbul 1-1  Survey reports are prepared, describing traffic 1-1 A series of Transport Survey Cooperation from relevant entities
historical area are clarified and issues on characteristics, transport planning issues and Reports and organizations is secured.
transportation planning are identified. stakeholders’ concerns on transportation

improvement

2. Transportation Department’s capacities are 2-1 More than 80% officers are trained in training 2-1 Records of training courses and
strengthened through planning, courses and seminars. seminars
implementing, evaluating, and analyzing
social experiments of TDM measures. 2-2  Two (2) TDM social experiments are implemented. | 2-2 Project reports of social

experiments
2-3  Implementaticn reports are developed including 2-3 lmplementation reports of TDM
analysis results. social experiments

3. Experence of the social experiments is 3-1 Guidelines for TDM measures implementation are
summarized as guidelines and shared among prepared. 3-1 Guidelines Text
relevant departments of IMM.

3-2 The gunidelines are disseminated to relevant 3-2 Project reports

departments of IMM.

L After preparation of PDMQ that was attached to M/M (signed date of November 5, 2010), numerical indicators were inserted and wording for Project Purpose and assumption were refined at

the time of project faunch in August 2011. Therefore, the above PDM Ver.1 has been referred throughout the project implementation to date.
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Activities

Inputs

1-1 Review outline of relevant entities,
organizations and stakeholders that are
involved in transportation planning in the
Istanbul historical area.

1-2 Confirm implementation status of activities
proposed in the JICA master plan study as well
as relevant laws and regulations that have
relations with traffic management plans, public
transportation development plans, urban
conservation plans, and transportation plans.

1-3 Conduct a raffic survey, traffic facilities
survey, questionnaire survey, efc,

1.4 Analyze the survey results.

2-1 Inroduce information sharing tool among
relevant agencies of IMM in order to review
the progress of measures related to the Project.

2-2 Review and implement already planned TDM
measures to be done urgently in the Istanbul
historical area,

2-3 Organize seminars and training courses on
TDM measures for staff from the relevant
departments of IMM.

2-4 Formulate an iniplementation plan of the TDM
social experiments.

2-5 Perform required permission and authorization
procedure to implement the TDM social
experiments,

2-6 Implement the TDM social experiments in the
Istanbul historical area.

2-7 Monitor and evaluate the TDM social
experiments.

3-1 Review results and clarify lessons learned
from the social experiments for implementing
TDM measures.

3-2 Prepare the guidelines describing
implementation procedures and activities of
the TDM measures.

3-3 Share the guidelines among entities and
organizations of the relevant departments of
IMM.

[TICA]

3. Experts

—  Chief Advisor

= Transportation Planning

- Traffic Management

- Social Experiment Management

= Public Involvement/Coordinator
- Experts in specific areas

4. Project Staff

— Project Assistant

5. Counterpart training in Japan
6. Equipment provision

7. Project costs

(IMM]

1. Project Members

- Project Director
= Project Manager
= Technical Staff Members

1~

. Vehicle and Driver
. Project office and equipment

[#3]

— Project office
= Desks, chairs, cabinet, etc.
- Copier, printer, scanner, etc.

4. Project costs

= Survey cost

- Social experiment cost

- Meeting cost

~  Seminar and training cost that are
carried out in Turkey

= Administrative cost

o]

IMM project members continue
to perform project activities.

No natural/human disasters
cause considerable damage in
the Istanbul historical area.




7. ARFMERSE (EXO

Joint Terminal Evaluation Report

on

The Project for Traffic Demand Management

of Historical Area in Istanbul

September 11, 2013



List of Abbreviations and Acronyms

BIMTAS Bosphorus Construction Consulting Company

BRT Bus Rapid Transit

C/P Counterpart

DO Istanbul Sea Buses Company

IETT IETT General Directorate (Istanbul Electric, Tram, and Tunnel Authority)
IMM Istanbul Metropolitan Municipality

IMP Metropolitan Pianning and Urban Design Center

ISPARK Istanbul Parking Trade Company

Istanbul ULASIM Istanbul Transportation [ncorporated

TUAP Istanbul Ulasim Ana Plani/Istanbul Transportation Master Plan
JCC Joint Coordination Committee

JICA Japan International Cooperation Agency

M/M Minutes of Meeting, Man Month

Otobus Public Bus

PDM Project Design Matrix

Pl Performance indicator

PO Plan of Operations

R/D Record of Discussion

TDM Tratfic Demand Management

UKOME Transportation Coordination Directorate

UNESCO United Nations Educational, Scientific and Cultural Organization
UTK Transportation Traffic Management Board

Exchange Rate
USD] = JPY98.19

TRY1=JPY50.955
(JICA rate for August, 2013)
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1. Imtroduction

1-1. Background and Purpose of the Evaluation

(1) Background of the Evalnation

The Project for Traffic Demand Management of Historical Area in Istanbul {the “Project”) is a
technical cooperation with the aim of strengthening implementation capacity of staff at Istanbul
Metropolitan Municipality (IMM)’s Transportation Department in carrying out Transport Demand

Management (TDM) measures.

Tn response to the request from the Government of the Republic of Turkey (“GoT”), the Jupan
International Cooperation Agency (JICA) dispatched a Detailed Planning Survey Team in October
2010 and concluded an agreement on cooperation framework, whose details were documented in
Record of Discussions (R/D) and signed in April 2011.

Based on the signed R/D, the Project was launched in July 201! with IMM’s Transportation
Department as Implementing Agency, ak.a. Counterpart (“C/P"), and through the process of social
experiments to analyze feasibility of TDM measures as well as to build capacity to conduct TDM

measures for the purpose of congestion relief of the Historical Area.

Prior to the Project completion in December 2013, as per R/D signed by both governments, the
terminal evaluation of the Project was conducted by the Joint Terminal Evaluation Team (“the
Terminal Evaluation Team”), comprised of representatives from both sides, with the objective of
assessing and confirming Project’s performance and effects, as well as drawing lessons for similar

future activities.
(2) Purpose of the Evaluation

The purposes of the evaluation are as follows:

1) To confirm the achievement levels of Inputs and Outputs and the prospect for the Project
Purpose to be achieved by the end of the project period, and the Overall Goals within three to
five years after the project completion, based on the Project Design Matrix (PDM) version 1

(see Annex 6);

2} To identify factors or issues that have promoted or hindered the implementation of project

activities;

3) To conduct a comprehensive evaluation from the viewpoints of five evaluation criteria;
Relevance, Effectiveness, Efficiency, Impact and Sustainability (see 2-2 “Criteria of the Joint

Terminal Evaluation” for their definitions);

4y To draw up recommendations of the measures to be taken for the Project’s further

improvement and identify lessons learned to be referred to by similar JICA projects; and



5) To discuss and agree on the direction of the Project and prepare a joint terminal evaluation

report based on the results of the discussions.

1-2. Members and Schedule of the Evaluation
(1) Members of the Evaluation

The members of the Terminal Evaluation Team are as follows:

1) _Japanese Side

Senior Advisor to the Director General,
Mr. Yoshihiro KAKISHITA Leader Economic Infrastructure Department,

HCA

. Peace Building and Urban and Regional
. Evaluation . ;
Ms. Saori FUKUHARA Management Development Division 1, Economic
B Infrastructure Department, JICA
Ms. Maki TSUMAGARI Evatuation and Partner, IMG Inc.
Analysis
2} Turkish Side
e iName D[ e v o o o Organization

Mr, Ahmet Hamdi GUNER Director Transport Planning Directorate
Mr. Ouursal BAS Deputy Director Transport Planning Directorate
Ms. Nesligiil (INAL Chief Transport Planning Directorate

(2) Schedule of the Evalnation

The Evaluation was conducted from September 1st to 14th, 2013 (see Annex | for the Evaluation
Schedule),

1-3. Outline of the Project
(1) Background of the Project

Republic of Turkey is located between Europe and the Middle East with Ankara as its capital. The
Republic houses 783,562 km” land area, is inhabited by 72.6 million people, with the per capita GDP
of 8,723 U.S. dollars (as of 2009). Istanbul (5,343 kmz), that spans Asia and continental Europe
across the Bosphorus Strait, is the country’s center of economy producing 22% of its GDP. It is also
a cultural and tourist city with UNESCO World Heritage Site.

In recent years, in Istanbul, the population has increased rapidly, from 6.15 million people in 1980
to close to 14 million people in 2012. With the economic growth and population increase, number of

passenger cars is reaching at the level of 3 million. Transportation facility development has not kept



up with the speed of this rapid motorization, amplifying urban problems such as chronic traffic
congestion, frequent traffic accidents, and exhaust gas emissions. In addition, the trend of
over-concentration in Istanbul metropelitan area will push up its population to more than {6 million

people in 2023.

Under such circumstances, in response to the request of GoT, JICA conducted “The Study on
Integrated Urban Transportation Master Plan (M/P) for [stanbul Metropolitan Area in the Republic
of Turkey” in 2007-2009, and formulated M/P consisting of the three components:

1) Development of public transport infrastructure
2) Establishment of fund to invite private sector investment
3) Implementation of appropriate traffic management

Specifically drawing from 3) above, improvement of traffic situation in Historic Areas of Istanbul
(17 km® with population of 450,000) was suggested as the priority agenda from the perspective of

urban environment conservation in harmony with the history and culture.

Historic Areas of Istanbul is designated as UNESCO World Heritage Site. It hosts numerous
buildings with historical value, which have unfortunately been the victim of environmental damages

due to associated serious traffic congestion,

M/P pointed out that there is a need to implement not only traffic control but also various traffic
policies comprehensively. Implementation capacity development of staff of Transportation

Department of IMM in TDM measures thus became an urgent issue,

Implementation of the Project was requested to JICA following the recommendation of M/P, and
IMM, the C/P agency for the M/P, was re-designated as the Project’s C/P. The objective of the
Project was to strengthen capacity of C/P in implementation of TDM measures through the process
of social experiments (inclusive of agenda setting, planning, implementation, evaluation and
analysis) in order to alleviate congestion in the Historical Area. The Project was launched in June
2011 and is scheduled to continue through December 2013.



(2) Summary of the Project

Overall Goal Appropriate TDM measures will be implemented in the Istanbul historical area to
create comfortable city environment,
Project Purpose  ‘Transportation Department’s implementation capacities of TDM measures for the

Istanbul historical area are strengthened,

Project Outputs  f. Traffic characteristics of the Istanbul historical area are clarified and issues
on transportation planning are identified.

2. Transportation Department’s capacities are strengthened through planning,
implementing, evaluating, and analyzing social experiments of TDM
measures.

3. Experience of the social experiments is summarized as guidelines and shared

among relevant departments of IMM.

Project Period From July 2011 to December 2013 (Two years and 6 months)
Implementing Agency  Istanbnl Metropolitan Municipality (IMM)



2. Methodology of the Evaluation

2-1. Framework

In accordance with the New JICA Guidelines for Project Evaluation {the First Edition, 2010), the

Terminal Evaluation Team evaluated the Project, taking the following steps:

Step 1.

Step 2.
Step 3.
Step 4.

Step 5.

Step 6.
Step 7.

Step 8.

Prepare an evaluation grid that lists evaluation questions, data/information necessary for
evaluation and information sources;

Collect data and information necessary for the evaluation;
Assess the Project’s achievements in reference to the PDM ver. 1;

Analyze the Tactors that promoted or inhibited the Project’s achievements, including
factors relating to the project design and the project implementation process.

Analyze the Project from the viewpoints of five evaluation criteria, defined in 2-2
“Criteria of the Joint Terminal Evaluation™;

Draw up recommendations from the analysis;

Share the preliminary evaluation results with stakeholders and discuss the future
directions of the Project; and

Reach an agreement on the evaluation results between the Japanese and Turkish sides.

2-2. Criteria of the Evaluation

Five evaluation criteria used in the evaluation are defined as follows;

Relevance Relevance is assessed in terms of the Project’s validity in relation to the

Governnient policy of Turkey, Strategic Plan of IMM, and Istanbul Historic
Site Management Plan at the evaluation stage, Japan’s Official Development
Assistance (ODA) policy, and the needs of the Project beneficiaries, as well as
the appropriateness of the project approach to address the needs.

Effectiveness | Effectiveness is assessed based on the prospect of achieving the Project

Purpose by the end of the project period and whether this is due to the Project’s
Qutputs.

Efficiency Efficiency is assessed by focusing on the relationship between Outputs and

Inputs in terms of timing, quality and quantity of Inputs. It measures to what
extent Project Inputs have economically been converted into QOutputs in

consideration of the achievements of both Inputs and Outputs.

Impact

Impact is assessed based on the prospect of achieving the Overall Goals within
three to five years of the project completion and the positive and negative
changes to be produced, directly or indirectly as a result of project

implementation.

Sustainability | Sustainability is assessed in terms of institutional, organizational, financial and




technical aspects, by examining the extent to which the achievements of the
Project will be maintained or further expanded by the Turkish side after the

project period.

2-3. Evaluation Grid and Data Collection Methods

(1) Evaluation Grid

The Team evaluated the Project based on the evaluation questions listed in the evaluation grid (see

Annex 4 for the list of evaluation questions and evaluation results of the questions.). The evaluation

grid is comprised of three sections: (1} Project achievements; (2) Implementation Process; and (3)

Evaluation by the Five Criteria.

(2) Data Collection Methods

The following sources of information and data were used in the joint terminal evaluation:

1

2)

3
4)
5)

6)

Interviews with and/or questionnaires’ answers from the Project’s Tapanese Experts
{Experts), Counterpart Personnet (C/P), and other people with relevant expertise (see Annex
2 “List of Interviewees™);

Documents agreed upon by both sides prior to and/or during the course of the Project

implementation;
Records of inputs from both sides and activities of the Project (see Annex 3 “Inputs”) ;
Site visits (Historical Area, road network and parking locations, Yenikapi Station area);

Documents that provide data and information indicating the degree of achievements of the
Project Outputs, Project Purpose, and Overall Goal, and

Policy documents that show the project’s relevance and sustainability.




3. Performance and Implementation Process of the Project
3-1, Performance of the Project

3-1-1  Inputs

(1) Japanese Side

The Japanese side provided the following inputs to the Project (see Amnex 3-1 “Inputs by the

Japanese Side” for details.).

1) Assignment of Experts

The Japanese side has assigned ten experts to the Project. The expertise and assigned periods of

experts are the following. {see Annex 3-1-1 “Assignment of Experts™).

Table 1. Expertise and Assigned Period of Experts

Chief Advisor/Project Manager/Transportation Policy 1 2.43
Vice Chief Advisor/Transportation Management 1 6.17
Vice Project Manager/Transportation Management 1 17.27
Transportation Planning (1) 1 7.47
Transportation Planning (2) | 3.50
Social Experiment Management (1) 1 8.00
Social Experiment Management (2} 1 3.40
Traffic Survey and Analysis 1 2,50
Survey Data Analysis 1 1.50
Coordinator/Public Involvement 1 5.20
Total 10 57.44

Note: This M/M covers the actual assignment up to August, 2013,

2) Training in Japan and the Third Country

The Japanese side has provided training in Japan to 13 staff members in two batches, and another
training to Singapore is scheduled to take place in November 2013 for 11 staff (see Annex 3-1-2
“Training in Japan and the Third Country™).

3) Provision of Equipment and Materials

The Japanese side has provided equipment required for the effective implementation of the Project,
as listed in Annex 3-1-3 “Provision of Equipment and Materiais”, which amounted to JFY 23 million

(approximately USD 0.23 million) (see Annex 3-1-4 “Operational Expenses by Japanese Side™).

4) Operational Expenses by Japanese Side

The Japanese side has allocated the total amount of JPY 65.3 million (approximately USD 0.67

million) for the operational costs of project activities (see Annex 3-1-4 “Operational Expenses by



Japanese Side”).

(2)  Turkish Side

The Turkish side has provided the following inputs to the Project. (see Annex 3-2 “Inputs by the
Turkish Side” for details.)

1) Assignment of C/Ps

The Turkish side has assigned one Project Director, one Project Manager, 15 Technical Statf
Members drawn from Transport Planning Directorate, Transport Coordination Directorate, Traffic
Directorate, and Mass Transport Services Directorate (see Annex 3-2-1 “Assignment of C/P

Personnel”),
2) Facilities
The Turkish side has provided office space in Transportation Department for Japanese Experts.
3) Operational Expenses by Turkish Side

The Turkish side has allocated the total amount of TRY 500,000 (approximately JPY 25.5 million)

for the operational costs of project activities (See Annex 3-2-2 Turkish Side’s Local Costs).



3-1-2  Achievements of Ouiputs
(1)  Achievements of Qufput 1

Output 1: Traﬁ“lc char, acterlstlcs of the Istanbul hlStO! lcal area are clm 1fled and 1ssues on :
transportation planning ave identified. ; i : e i

Objectively Verifiable Indicator (OVI}

Survey reports are prepared, describing traffic characteristics, transport planning issues and

stakeholders’ concerns on transportation improvement.
D

Activities under Output 1 were conducted in sequence from the onset of the Project and led to the
full achievement of Output 1. First, the Project held discussions with TDM concerned agencies
within and outside IMM (e.g. other Directorates in Transportation Department, ISPARK, LASIM,
ISBAK) to take stock of situations concerning delineation as well as overlaps in work functions. The
Project then checked approval status of M/P and confirmed there is no revisions to IMM’s traffic
management planning and public transport planning. Based on such confirmation, the Project
proceeded with various surveys in order to analyze transport patterns and bottlenecks that have to be
attended through TDM measures. The survey procedure and results were compiled into reports

including:
@ “Junction Traffic Count Survey” Field Report (March 29, 2013)

351

® “Modelling Sofular Zone with Transmodeler Microsimulation Software™ (to observe and

analyze Sofular Zone’s existing traffic situation)
® “Parking Count Survey Resuits Report” (2013)
® “Smart Parking System Social Experiment Project” Field Survey Report (March 29, 2013)
@  “Field Studies Traffic Counts™

The process and the results that came out through the implementation of the surveys laid the

foundation and led into successive activities under Output 2 & 3.

{2)  Achievements of OQutput 2

Output 2: Transpor tation ‘Department’s capacities are str engthened through piannmg, -
‘implementing, evaluatmg, and analyzing social experiments of TDM measures.: RS

Objectively Verifiable Indicators (OVIs)
OvI2-1. More than 80% officers are trained in training courses and seminars,

OvI2-2. Twao (2} TDM sacial experiments are implemented.

OV12-3. Implementation reports are developed including analysis results,

Output 2 is evaluated to have been aclieved except for the execution of the second social

! Not dated.
2 Not dated.




experiment, for which factors beyond centrol of the Project’s implementing agency (i.e. IMM’s

Transport Department) affected it to suspend until the election is over in Mar. 2014,

100% of the core C/P participated in training in Japan through two separate courses, The first
training accomumodated managerial staff focusing on concept and effectiveness of social experiments
in the framework of TDM. The second course was shaped for technical staff to orient them on how
to plan, conduct, and evaluate social experiments, as well as on how to incorporate experiments’
results for Turther application. Eagerness in pursuing and absorbing new knowledge on TDM was

evident from the feedback of the C/P, and each person returned with own takeaway lessons.

Participation rate of C/P in the Project organized seminars (two times so far, the first in March
2012 and the second in March 2013) was also 100%. The first seminar was held in conjunction with
the visit of JICA Consultation Mission from Tokyo, and included technical presentations by the
university professor members of the Japanese delegation. The active discussion and interaction
among the participants on impleinentation method and effectiveness of social experiments provided
a forum to clarify previously held anxieties regarding untried areas of social experiments, The
second seminar was more tailored for conducting social experiments as a part of the Project
activities, and technical presentations covered reporting back on the workings from the first social
experiment (Smart Parking System: SMS) and preparatory overview for the second social

experiment {Traffic Cell System).

The first TDM social experiment on smart parking system was conducted in January - February,
2013, in Fatih District, by the leadership of Transport Planning Directorate in collaboration with
other IMM Directorates in Transportation Department (Transport Directorate, Coordination
Directorate) and related parking management agencies (ISPARK, TAV(G). The undertakings required
for the Project (in this case C/P) to secure not only funding for the experiment but also engagements
from the busy colleague unils, not to mention timely approval from the administration. For lack of
recognition by the unit in charge of public relations, advance dissemination to the public could not
take place, standing as a detriment to the fuller implementation of the experiment. Yet, collected data
showed effectiveness of the system in decrease in travel time for transmodal shitt. Feedback from

the various stakeholders was also collected and analyzed along with the data.

Following on the mixed results of the first experiment, the Project geared up on the preparation
for the second experiment on Traffic Cell System. However, it faced no-go decision by
administration due to concern for the upcoming election of March 2014, particularly as the second
experiment requires heavy restriction of moves of the public affected. Yet, from the course of
planning, implementation, and analysis of the first experiment, C/P expressed in their response to the

questionnaire their confidence in managing such experiments in the future,

The results of the first social experiment was compiled together with the procedure and analysis,
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and was presented at the second seminar. Regarding the suspended second social experiment, the
objective, value, and specific process of conducting this experiment in the Historic Areas were
sketched out and compiled into a report. Without the unanticipated suspension due to election, this

part of the Output was o be produced as scheduled.

(3) Achievements of Qutput 3

Output 3 Expemence of the soc:al experlments lS summarlzed as guldelmes and shared among 5
U relevant departments of IMM. : . N R :

Objectively Verifiable Indicators (OVIs)
OVI3-i. Guidelines for TDM measures implementation are prepared.

0vI3-2. The guidelines are disseminated to relevant departments of IMM,

By the end of the Project period, Output 3 is anticipated to be achieved to the satisfactory level set
by the indicators, which are to produce and disseminate guidelines drawing from the resnlts and

analysis of the social experiments conducted under Output 2.

Drawing from the first social experiment conducted, C/P are in the process of preparing assigned
chapters of the guidelines with scheduled completion in November 2013, As of September, the
preparation is on schedule, and thus the completion is anticipated as within reach by the end of the
Project period. However, as the second social experiment could not take place with the reasons

already mentioned, the end product wili lack findings and lessons on the Traffic Cell System.

The Project plans to hold dissemination seminars and workshops targeting relevant departments of
IMM for dissemination. In the interim, the results of the first social experiment are disseminated
through conferences such as that organized by ISPARK in March 2013, and its impact is already
reflected onto discussions for further applications with the larger parking system operator

community in the Historic Areas.

3-1-3 Prospect for Achieving the Project Purpose

‘Project Purpose: 'Il'ansportahnn Depariment’s lmplementatmn capac:tles of TDM medsures for :
‘the Istanbul historical area are strengthened. - SRR S

Objectively Verifiable Indicator (OVI)
More than 80% of staffs of the Transportation Department evaluate that implementation capacities of

TDM measures are strengthened.

The goal of achieving the Project Purpose, as determined by the indicator, has already been met

based on the triangulation of questionnaire survey, face-to-face interviews, and document review.

"It was confirmed that 80% of the staff of the Transportation Department that worked with the
Project as C/P consider they have elevated their technical capacity on TDM through their

participation in the Project. Since there were a couple of C/P with whom direct confirmation could
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not be obtained during the evaluation, it is possible that the ratio could be higher, suggesting tangible

learning is realized by the Project activities,

On the other hand, C/P unanimously expressed that they were counting on the second social
experiment as an opportunity to solidify their acquired skills through the process of the first
experiment so that they can ensure for themselves that they will be fully ready to carry forward
onward TDM. This relates not only to the technical part of the measures but also to how to navigate
the administrative system of IMM to implement measures, and for that reason, in order to crystalize
Project germinated capacity on TDM, going through yet one more measure will be beneficial to the

staff of the Transportation Department.

3-1-4  Prospect for Achieving the Overall Goals

Eioverall Goal : : ;
'Apprepriate TDM measmes wﬂl be

pler_:_iéi_lggd il.l_:ﬁ‘_le. Istanbul ﬁ_istoricaﬂ area t__('_)._'.c:l:“ea_t'é_ e

comfortable c1ty enwronment

Objectively Verifiable Indicators (OVIs)
I.  More than two (2) TDM measures will be implemented in the [stanbul historical area to create

comfortable city environment.

2. Visible improvements is realized by the TDM measures in the Istanbul historical area.

The prospects for achieving Overall Goal through further impiementation of TDM is high.

Through the Project period, the C/P stayed focused on the planning and execution of the Project
planned TDM measures and served to build institutional memory and mechanism on the theme. The
unfortunate suspension of the second social experiment beyond control of the staff assigned did not
deter them from the pursuit for such undertakings for the cause of better traffic conditions in the
target area. Given IMM’s imminent needs for the Historic Area are to install mrangements for
intermodal facilities at Yenikapi (as the grand opening of this transportation hub is approaching in
the end of October 2013), the TDM experiences of the Project is expected to draw attention for its

high relevance as the core for establishing intermodal systems.

As indicated above, the imminent mission of IMM to develop intermodal system at around
Yenikai transfer center is a huge undertaking in the Historic Areas, where passengers’ transfers
among ditferent modes need to be managed while preserving archeological sites though measures
including passengers’ transfer corridors. Such challenge will provide a meaningful test for the
Project concerned staff at IMM’s Transportation Department to demonstrate capacities developed
through TDM experiences with the Project, and visible and tangible improvements as a part of the

measures are probable,
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3-2, Implementation Process of the Project

3-2-1. Implementation of Activities and Ownership in Implementation

Project activities have been implemented with thorough planning and preparation, but delays
occurred from early point in time, The Project concerned parties were well aware of the possibilities
for delay, for example, a need to factor in time required for IMM clearances to conduct traffic
surveys (Output 1), and consulted Project’s Joint Coordination Committee (“JCC”) within one
month of Project lannch for revising some schedule. The most significant factors for further delay
concerned preparation for the first social experiment on smart parking system (Output 2). They
included time for securing (initially unallocated) budget (due to changes in the parties to shoulder
this budget on the Turkish side) and time required for coordinating with inside/outside agencies
concerned for the implementation. With concerted effort on the part of the Project, however, each
step was managed with diligence and professionalism, and made the first social experiment

implementation an exemplary case to exhibit ownership in the Project by the Turkish C/P.

Yet, some indications surfaced that not all the C/P were certain about where the Project was
heading (particularly with redirection after suspension of the second social experiment, due fo
political sensitivities involved with the advent of upcoming election). As recommended in the later
section of this report, toward Project completion it might make sense for fuller involvement of those

by reconfirming the assignment of each C/P.

After administrative decision was made -to suspend execution of the second social experiment
(Output 2), the Project swiftly tuned into IMM's evolving and urgent challenge of establishing
intermodal passenger transport system at Yenikapi transfer point, one of the most critical traffic
nodes of the City to become. This adjustment is still within the framework of the TDM application,
and provides a clear illustration of the flexibility as well as capability of the staff in applying

accumulated experences on TDM.
3-2-2. Project Management

Project established well-functioning communication channel between the Experts and C/P
through regular Friday Meeting of the Working Group (core group working on the Project). Other
concerned Directorates in Transportation Department were also involved in the communication
channel as well as in collaborative work depending on the agenda. On the other hand, how to
engage/involve upper management under dynamic and fluid work environment of a huge
municipality system continued to pose difficulty to the Project due to busy schedule of their schedule,

and significant effort was spent on acquiring clearances and guidance.

3-2-3. Follow-up of Recommended Actions by the Feb. 2012 Consultation Mission from JICA
HQ
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(1) Communication at the decision making level: While access to the higher authority continues
to be limited, the Project is definitely utilizing its experiences for navigating the bureaucratic
system. Its clearance request is now better tailored thinking ahead on what is required for the

upper management to approve without hesitation.

(2) Counterpart Assignment: The point raised by the Mission concerned overburden of work on
some specific personnel within the C/P group, particularly in view of the preparation for the
second social experiment {traffic cell system) while wrapping up on the first social
experiment. Since this observation, the environment that governs the Project has required it
to move away from social experiment until election is over, and toward new agenda within
the scope of TDM (i.e. Yenikapi Station area intermodal traffic node developtuent), the
Project has laid out good working arrangement on who does what based on their technicai
expertise and function (coordinative, technical, for example) fully leveraging from the

learning from the first social experiment.

(3) Utilization of technical knowledge from academic community: In response to the
recommendation from the Mission for the Project to arrange co-learning opportunities
between C/P and budding scholars on TDM from academic community in Istanbul, it invited

these scholars on multiple occasions to the Project arranged meetings.

4, Result of the Evaluation

4-1, Evaluation by the Five Criteria
4-1-1 Relevance: High

The relevance of the Project is evaluated as high based on the assessments from the five angles

below:

(1) Relevance with the Government policy of Turkey and Strategic Plan of IMM

The Project was planned and implemented in line with Turkey’s national development plan,
“Ninth Development Plan of Turkey (2007-2013)”, particularly that relating to its Development
Axes of “Increasing Competitiveness” that encourages corridor approach in transportation by
looking into alternative modes, and “Increasing Quality and Effectiveness in Public Services” that

aims at increasing quality and effectiveness in the delivery of public services.

Likewise, the Project is one direct response to IMM’s “Strategic Plan of Istanbul Metropolitan
Municipality (2010-2014)", where establishment of “smart transportation” system for controlled and
systematic pedestrian & vehicle traffic is envisaged. This Strategic Plan was prepared based on JICA
supported “Study on Integrated Urban Transportation Master Plan for Istanbut Metropolitan Area in
the Republic of Turkey” (2009), under the framework of Japan’s assistance policy for Turkey that
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calls for supporting the country’s sustainable econemic developiment through improvement of

business and investment climate for urban areas.

{2) Relevance with the requirement by UNESCO World Heritage Committee

The Project has been in full compliance with the requirement by UNESCO to upkeep the status of
Istanbul Historic Areas as a World Heritage Site, as determined by “Istanbul Historic Peninsula Site
Management Plan (2011)”. Further confirmation was chtained from T™MM’s Site Management
Directorate, the section in charge of liaising with UNESCO, that the Project has been operating
within and in support of the mandate of the Site Management Plan which recognizes the significance
of TDM. As the Site Plan is now under review for update, further collaboration is envisaged, by the
Project feeding its data to this unit within IMM in charge of the UNESCO mandate, so that the

alignment is fully recognized more widely than just by the two parties concerned.

(3) Relevance with the needs of Transportation Departiment of IMM

The target group of the Project was determined in its PDM as Transportation Department of IMM.
Drawing staff with relevant technical backgrounds and professional mandates within the Department,
core Working Group was established for the Project, ensuring relevance of the Project with the needs
of the target group. As the staff {i.e. C/P) came on board already in possession of high level technical
expertise, the benefit of their participation in the Project related more with how to structure and carry
out TDM measures rather than in the narrow sense of developing technical capacity. Particularly, the
Project laid out opportunities for C/P to navigate and move their agendas in the huge municipality
administration system, and from the engagements the C/P came to manage how to involve upper
management on technical agendas, how to liaise with infout agency colleagues, and how to involve
stakeholders. Therefore, while “needs” might not have been felt by the already able C/P for capacity
development in transportation management issues, the Project served as an opportunity for the target
group to think through how to strategize and act in order to realize TDM measures within the

mandate of the Municipality which is always under fluid business environment.

(4) Relevance with the Japan’s ODA Policy

As already indicated in (1) above, the Project is in line with Japan’s assistance policy for Turkey
that has a focus on supporting the country’s sustainable economic development through

improvement of business and investment climate, for which urban environment is a key.

(5) Comparative Empirical and Technological Advantage of Japan’s Cooperation

Both Japanese and Turkish sides well recognize that Tapan’s preexisting TDM examples might not

be the ultimate model for Istanbul particularly from the perspective of technological prevalence. Yet,
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both sides share the view that Japan offers relevant cases for Istanbul in terms of how public entities

manage transportation systen.

4-1-2  Effectiveness; High

The Effectiveness of the Project is assessed as high, for the Project Purpose, as determined by the
indicator, has already been met based on the triangulation of questionnaire survey, fuce-to-fuce
interviews, and document review, and there is a clear linkage between the achievement of the Project

Purpose and the production of Qutputs.

The significance of the produced Outputs for the achievement of the Project Purpose was clear.
Regarding Output 1, identification of traffic characteristics and issues of the Istanbul Historical Area
was considered as an exercise to shed new light on the already existing inveniory of information at
the Department. Yet, the fact that such stocktaking was an instrumental step for TDM measure
priorifization and planning was an important point that became evident for the achievement of

Output 1.

Regarding Output 2, planning and execution as well as management of the whole process of the
first social experiment (smart parking system} having been a new venture for the target group, each
step was learned with enthusiasm and professional interest, leveraging on their technical expertise
and diligence as municipality staff. In addition, critical takeaway was realized for the need to take
care of securing budget and acquiring clearances from within the administrative system of a huge

municipality, as well as to manage relationships with outside agencies and stakeholders.

Output 3 is outside the narrow sense of implementation but is an instrumental component of the
Project to pave a way to ensure similar or improved implementation will become possible beyond
the Project period, by documenting the process and lessons info guidelines. At the time of terminal
evaluation, the preparation is on track as scheduled, and the end product is expected to contribute to
the crystallization of the Project Outputs for the target group’s later reference for future TDM

measures.

The needs for TDM in such a congested city hub has only expanded as the time progressed during
the Project period. With the grand opening of Yenikapi Station on October 29, 2013, IMM’s priority
on TDM as a means to develop intermodal system for managing transter corridors for rail, road (bus
and pedestrian), and sea (ferry) is anticipated to grow even higher as the Project’s completion

approaches in December, 2013.

Threat to the effectiveness was the administrative decision to suspend the second social
experience in view of March 2014 election. It was due to a thinking that preparation and
implementation of this experiment on traffic cell system requires in-depth involvement of the public

beyond the level acceptable to the administration during the sensitive time running up to the election.
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4-1-3  Lfficiency: Satisfactory

The Efficiency of the Project is evaluated as satisfactory in view of the five dimensions of Input

—Qutput relationships that the Project managed for results.

(1) Turning Challenge by Delay into Resource Acquisition Process Mauagement Opportunity

Project activities have been implemented with thorough planning and preparation, but delays
occuired from early point in time. The Project concerned parties were well aware of the possibilities
for delay, for example, due to a need to factor in time required for IMM clearances to conduct traffic
surveys (Output 1), and consulted Project’s JCC within one month of Project launch for revising
some schedule. The most significant factors for further delay concerned preparation for the first
social experiment on smart parking system (Output 2). They included time for securing (initially
unallocated) budget (due to changes in the parties to shoulder this budget on the Turkish side) and
time required for coordinating with inside/outside agencies concerned for the implementation, With
concerted effort on the part of the Project, however, each step wus managed with diligence and
professionalism, making use of the challenge and effectively turned investment (incl. human power

required to navigate the bureaucratic system) into Output.

(2) Important Assumption of Qutputs

The important assumption set for the Project at the launch was, “Cooperation from relevant
entities and organizations is secured.” At points, the Project faced difficulties to gage understanding
and necessary technical support from the parties instrumental for the implementation of the Project.
One such instance was prior announcement to the public on the implementation of the first social
experiment on smart parking system. While it is critical that the public is well informed that such
venture is taking place, the Project could not obtain clearances from IMM for [ull-fledged

dissemination of the information prior to the experiment.
(3) Inputs by Japaun

Japanese Experts were dispatched in accordance with the framework of contractual arrangement
with JICA. Given large part of the Project needs are of procedural nature for which uninterrupted
on-site availability of the Experts ensures seamless advisory services to the C/P, absence of such
arrangement made C/P feel that it could be one reason for bottlenecks. On that point, suggestions
were made to appoint fewer number of experts (if required for budget reason) for longer stretch of
time in the office with more permanent resident status than patchy in-and-out of more numerous

number of Experts.
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All the core C/P had the opportunities for {raining in Japan, where exposures to TDM in Japan
provided opportunities for them to establish comparative perspectives. Some pre-concluded Japanese
technology is not surpassing what exists in Turkey, but such comparisons included, the C/P gained
firsthand knowledge on the real applications of TDM, and established reference points for further

practice through their job.
(4) Inputs by IMM

As common for strong technical staff at a public entity, the assigned C/P have regular and/or
routine functions for the Directorate/Department, and could not spend 100% of their work time
solely for the Project. However, knowing such constraints, the Project made arrangement such as
Weekly Friday Meeting to strategize its operation management. From the questionnaire and
face-to-face interviews, it seems that there is still some more room to further economize use of time
by prioritizing and clarifying “who does what to get where by when”, to ensure each is well aware of
what they are tasked to deliver. Thus, toward the end of the Project completion, it is recommended
that the Project re-visits PO and stock takes what each C/P should focus, as well as double checks if
what each C/P thinks he/she is supposed to be doing rightly reflects what PDM/PO deterimines for
that particuiar C/P.

4-1-4 Impact: Substantial

The prospects for achieving Overall Goal through further implementation of TDM is high, and

thus the impact of the Project is deemed substantial,

Through the Project period, the C/P stayed focused on the planning and execution of the Project
planned TDM measures and served to build institutional memory and mechanism on the theme. The
unfortunate suspension of the second social experiment beyond control of the staff assigned did not
deter them from the pursuit for such undertakings for the cause of better traffic conditions in the
target area, Given IMM’s imminent needs for the Historic Area are to install arrangements for
intermodal facilities at Yenikapi transfer center (as the grand opening of this transportation hub is
approaching in the end of October 2013}, the TDM experiences of the Project is expected to draw

attention for its high relevance as the core for establishing intermodal systems,

As indicated above, the imminent mission of IMM to develop intermodal system at around
Yenikapi transfer center is a huge undertaking in the Historic Areas, where passengers’ transfers
among different modes need to be managed while preserving archeological sites though measures
including passengers’ transfer corridors. Such challenge will provide a meaningful test for the
Project concerned staff at IMM’s Transportation Department to demonstrate capacities developed
through TDM experiences with the Project, and visible and tangible improvements as a part of the

measures are probable,
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4-1-5 Sustainability: High

A comprehensive assessment, as described below, warrants a rating of high for the sustainability

of Project achievements
(1) Institutional Aspect
The C/P has fine recognition of their roles and responsibilities not only in their assigned
Directorates but also within the institution,
(2) Organizational Aspect

The Project worked within the existing organizational framework of the Transportation
Department by setting up Working Group with staff drawn for their technical and functional
responsibilities. Thus, termination of the Project will not negatively affect the furtherance of the
activities derived. However, them being staft for planning the measures and possibly testing the
measures but not for launching large scale operations, realization of wider application depends on
the Project (1) making a thorough and informative guideline (QOutput 3) before the end of the Project

period, and (2) reaching out to the other Directorates concerned future mobilization.
(3) Technical Aspect

The core staff of Transportation Planning Directorate have been sufficiently trained for TDM., It
is envisaged that they will be provided with opportunities to share their acquired skills within the
scope of their regular work.

(4) Financial Aspect

Particularly as evidenced by the implementation of the first social experiment for which the
Department ended up securing own budget for the exercise, the Department seems well positioned
for financial aspect of the sustainabiiity. The prospect for conducting further TDM relates more to

the priority of such measures in the context of Department’s wide array of responsibilities.
(§) Other factors that will affect the sustainahility of the Project achievements

Changes in the political environnient continues to affect the extent and timing of the conduct of
Project induced TDM measures. However, TDM being a core of managing traffic challenges of

IMM jurisdiction, its priority is deemed to stay till visible level of congestion decrease is realized.
4-2. Conclusion

The Project has made tangible achievements in strengthening capacities of Transportation
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Department’s core staff in TDM measures, Its relevance is evalnated high based on close alignment
with (1) the Government policy of Turkey, (2) the Strategic Plan of IMM as well as (3) the needs of
its Transportation Department, (4) the requirement by UNESCO World Heritage Committee, and
also (5) Japan’s ODA Policy. The Project effectiveness is also assessed as high, for the Project
Purpose, as determined by tbe indicator, has already been met based on the triangulation of
questionnaire survey, face-to-face interviews, and document review, and there is a clear linkage
between the achievement of the Project Purpose and the production of Outputs. Efficiency of the
Project is evaluated as satisfactory in view of the five dimensions of Input-Output relationships that
the Project managed for results. They are: (1) turning a challenge by delay into resource acquisition
process management opportunity, (2) important assumption of output, {3) inputs by Japan, and (4)
inputs by IMM. As the prospect for achieving Overall Goal through further implementation of TDM
is high, the impact of the Project is deemed substantial, accompanied by a comprehensive

assessment on the sustainability of Projects’ achievement as high.

5, Recommendations and Lessons Learned
5-1. Recommendations

Below are recommendations that emerged from the findings of the terminal evaluation to be
considered by the Project to incorporate during the rest of the Project period. It is hoped that the
completion will be a point for the implementing agency to take forward solid outcomes germinated

with the Project.

5-1-1. Re-confirm C/P assignment with the Project, and clarify roles and goals with timeline

As common for strong technical staff at a public entity, the assigned C/P have regular and/or
routine functions for the Directorate/Department, and could not spend 100% of their work time
solely for the Project. However, knowing such constraints, the Project made arrangement such as
Weekly Friday Meeting to strategize its operation management. From the questionnaire and
face-to-face interviews, it seems that there is still some more room fo further economize use of time
by prioritizing and clarifying “who does what to get where by when”, to ensure each is well aware of
what they are tasked to deliver. Thus, toward the end of the Project completion, it is recommended
that the Project re-visits PO and stock takes what each C/P should focus, as well as double checks if
what each C/P thinks he/she is supposed to be doing rightly reflects what PDM/PO determines for
that particular C/P,

5-1-2. Consider lending short-term technical suppert to Yenikapi development fo selidify the
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Project built TDM capacity

After administrative decision was made to suspend execution of the second social experiment
(Output 2), the Project swiftly tuned into IMM’s evolving and urgent challenge of establishing
intermodal passenger transport system at Yenikapi transfer point, one of the most critical traffic
nodes of the City to become. This adjustment is still within the framework of the TDM application,
and provides a clear illustration of the flexibility as well as capability of the staff in applying

accumulated experiences on TDM,

As IMM’s need to take on Yenikapi development is urgent, one possibility is to formalize
Project’s technical support to the development, details of which to be determined in consultation
with JCC, by extending Project period up to six (6) months to conduct study for an urgent action
plan. It will be conducted under the Output 1 component of the Project, and its essence would

preferably be documented as an addendum to the Output 3 produced guidelines.

5-1-3. Pick up on the suspended second social experiment on traffic cell system at a time

opportune for implementation

The Project laid out all the preparatory work for the experiment, and the C/P particularly consider
this will be a missed opportunity if not implemented. Thus, while implementation within the Project
period does not seem probable, keeping it in the agenda of Transportation Department and
prioritizing its implementation when the time is opportune will be an important step to ensure

realization of Project outcome.

5-1-4. Closely liaise with IMM’s Divectorate of Historic Sites Protection by providing

information on Project achievements

The Project has been in full compliance with the requirement by UNESCO to upkeep the status of
Istanbul Historic Areas as a World Heritage Site, as determined by “Istanbul Historic Peninsula Site
Management Plan (2011)”. Further confirmation was obtained from IMM’s Site Management
Directorate, the section in charge of liaising with UNESCO, that the Project has been operating
within and in support of the mandate of the Site Management Plan which recognizes the significance
of TDM. As the Site Plan is now under review for update, the Project should feed its data and
information on the achievements to this unit, so that Project’s contribution to the Historic Area will
be formally acknowledged in the next version of the Site Management Plan, authenticating TDM

measures by the Project for the Historic Areas.

5-1-5. Start to engage non C/P for further application of TDM measures

The Project worked within the existing organizational framework of the Transportation
Department by setting up Working Group with staff drawn for their technical and functional

responsibilities. Thus, termination of the Project will not negatively affect the furtherance of the
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activities derived. However, them being staff for planning the measures and possibly testing the
measures but not for launching large scale operations, realization of wider application depends on
the Project (1) making a thorough and informative guideline {QOutput 3) before the end of the Project
period, and (2) reaching out to the other Directorates concerned for future mobilization. While the
Project is currently on schedule on the Output 3 activities, ensuring quality of the guidelines as well
as scoping of how to disseminate the guidelines so that further engagement of the beyond C/P group

can be acquired should be sought out from now,
5-2. Lessons Learned
5-2-1, Importance of Stakeholder Engagement

Project established well-functioning communication channel between the Experts and C/P through
regular Friday Meeting of the Working Group (core group working on the Project). Other concerned
Directorates in Transportation Department were also involved in the communication channel as well
as in collaborative work depending on the agenda. On the other hand, how to engage with upper
management under dynamic and fluid work environment of a huge municipality system continued to
pose difficulty to the Project due to their busy schedule, and the Project admits that it could not
always shape their agendas in a way comprehensible to the upper management. Also, the Project
reflects that it’s outreach effort for public involvement was not sufficient for what is required for the

implementation of a full-fledged social experiment,

While access to the higher authority continues to be limited, the Project is definitely utilizing its
experiences for navigating the bureaucracy. Its clearance request is now better tailored, thinking
ahead on what is required for the upper management to approve without hesitation. Such goal
oriented thinking is a universal asset in any type of crganization, but is particularly relevant and is
envisaged to take root as a ground rule for public servants, Thus, going forward, significance of
consensus building within and beyond the municipality as well as that of outreach to the public
should be considered and treaded as an integral part of successful planning and implementation of

TDM measures.

5-2-2. Non-technical capacity for technical officers

The target group of the Project was determined in its PDM as Transportation Department of IMM,
As the staff (i.e. C/P) came on board already in possession of high level technical expertise, the
benefit of their participation in the Project related more with how to structure and carry out TDM
measures rather than in the narrow sense of developing technical capacity. Therefore, while “needs”
might not have been felt by the already able C/P for capacity development in transportation
management issues, the value of the Project having provided opportunities for the technical officers

to think through how to strategize and act in order to realize TDM measures within the mandate of
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the Municipality which is always under fluid business environment should be recognized.

5-2-3. Dispatch Patterns of JICA Experts

Japanese Experts were dispatched in accordance with the framework of contractual arrangement
with MICA. Given large part of the Project needs are of procedural nature for which uninterrupted
on-site availability of the Experts ensures seamless advisory services to the C/P, absence of such
arrangement made C/P feel that it could be one reason for bottlenecks. On that point, suggestions
were made to appoint fewer number of experts (if required for budget reason) for longer stretch of
time in the office with more permanent resideut status than patchy in-and-out of more numerous
number of Experts. The issue is not specific to this Project, and merits deliberation on the part of

JICA for effective implementation of its project scheme.

5-2-4. Value of lessons from less than ideal examples

All the core C/P had the opportunities for training in Japan, where exposures to TDM in Japan
provided opportunities for them to establish comparative perspectives. Some pre-concluded Japanese
technology is not surpassing what exists in Turkey, but such comparisons included, the C/P gained
firsthand knowledge on the real applications of TDM by public entities managing transportation
system. This example is a reminder that the value of establishing reference point cannot be

underestimated as an offering even from less than ideal cases.
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Annex 1: Evaluation Schedule

T e T " Sahedle
1-Sep Sun | Narita—Istanbul (Evaluation Analysis)
Interview with Mr. Yakup Demirhan, Director of Transport
Department
Site visit to Yenikapi Station area with Experts and C/P
Z-September | Mon Interview Japanese Experts (Chief Advisor, Transportation
Management, Transportation Planning, and Social Experiment
Management)
Interview with Mr. Muzaffer SAHIN, Deputy Manager of
3-September Tue | Director, IMM Directorate of Historical Sites Protection
Interview with C/Ps
4-September | Wed | Interview with C/Ps
5-Septerber | Thu | Data analysis
6-September Fri | Data analysis/Report drafting
7-September Sat | Report drafting (Evaluation and Analysis)
Narita — Istanbul (Leader, Evaluation Management)
8-September | Sun | Report drafting/Group Meeting Preparation  (Evaluation
Analysis)
JICA Evaluation Team Meeting
09:00 Courtesy Call to IMM (Mr. Yakup Demirhan and Mr,
. Abhmet Hamdi Guner)
9-September | Mon 1 0 G roup meeting with IMIM C/Ps
16:00 Prof, Dr. Mustafa Ilicalli, Transport Engineering,
Bahcesehir University (Ms, Neriman - IMM joins this meeting)
{AM) Team meeting with Japanese Experts, Draft Evaluation
Report preparation and cross check with Turkish translation
10-September team
(PM) PM Prior Consultation with ITMM C/Ps of Draft
Tue | Evaluation Report (Mr. Ahmet Hamdi Guner and Ms, Neriman)
(PM) Field Survey (Historical area, road network, parking
place, transportation node, public transport system, Yenikap
Station area)
10:00  Discussion of Minutes of Meetings and Draft of
evaluation report (Mr. Ahmet Hamdi Guner, Dircctor of
11-September | Wed | Transportation Planning/Project Manager)
(PM) Reserved for continvation of discussion on the contents of
the documents for signing
(AM) Finalization of draft M/M
12-September | Thu (14:00) Joint Coordination Committee (JCC) Meeting (signing
of M/M)
(17:00) Istanbul — Ankara (Leader, Evaluation Management)
(AM) Reporting to Embassy of Japan (Leader, Evaluation
Management)
X . | (AM) Reporting to JICA Office
13-September | - Fri (14:00) Ankara — Istanbul (Leader, Evaluation Management)
Finalization of reports (Evaluation Analysis)
(17:10) Istanbul — (AR)
[4-September | Sat | (10:25) — Narita (All)
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Annex 2; List of Interviewees

1. IMM Tr ansport Department

Name Pesition - -':':R'(')le'sin'tﬁePineet"f:"-"'.
Head of Transport
Mr. Yakup DEMIRHAN cac O TTERSpo Project Director
Department

2, IMM 'I‘ransport Plannmg Du ectorate, 'I'ranspm t Department

- Name.

Posmon

 Roles in the Py O]ect

Mr. Ahmet Hamdi Giiner

Director

PI‘O_]eCt Manager, Output 3

Ms. Berna CALISKAN

Civil Engineer, MSc,

Ms, Dilek COL YILMAZ City Planner, MSc. Output |
Ms. Emel GUNAY City Planner MSc. Qutput 2
Ms. Mehmet CAKIR City Planner, MSc¢. Qutput 1, 2, 3
Ms, Niliifer DUNYA City Planner, MSc. Output 1

Ms. Neriman ERUNSAL

Civil Engineer, MSc.

Organiaztion of seminar, weekly meetings,
etc. Ensuring connection amongst
agencies and personnel / Seminer, haftahik
toplanti vs. diizenleme, karumlar ve
personel arasinda iletigimi saglama

Ms. Nesligiil Unal

Architect, MA

QOutput 1,2, 3

Ms. Onursal Bas

Deputy Director of
Transportation Planning

Qutput 3

Mz. Serkan SIMSEK

Geophysics Engineer

3. IMM Traffic Dir eetorate, Transportatlon Department

Name

POSithn R ERTRE

- Roles in the Project .~

Ms. Esma DILEK

Computer Engineer,
MSc. / Software
Engineer

The first Soctal Experiment

Ms, Seyma ULULAY

Not direct C/P but collaborated through
her assignment on ISPARK.

4, I‘\/IM Slte Management Dzrectorate

“Name “'Position - 1 " Ralesin the Project
Not directly associated with the Project,
Mr. Muzaffer SAHIN Deputy Manager but has overlapping responsibility of the
Project site

5. University

Name -

Posmon

Dr. Mustafa ILICALLI

meessor Transport Eugineering, Baheesehlr Unwerz,lty (tbc)
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6. Japanese Experts

: e .-Posit.ian_..:.:_; S

Mr. Katsuhide NAGAYAMA

Chief Advisor/Project Manager/Transportation Policy

Mr. Tamaoki WATANABE

Vice Project Manager/Transportation Management

Mr. Sadayuki YAGI

Transportation Planning

Mr. Osamu ABE

Social Experiment Management (2)
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Annex 3: Inputs
Annex 3-1: Input by the Japanese Side

Annex 3-1-1 Assignment of Experts

T - Dispatched period . "
s UName e (MM T
e R D U200 2012 0] 2013 0 Totdal
Chief Advisor/Projeclt . Katsuhide
Manager/Transportation Policy 0.7 0.3 1.7 2.7
NAGAYAMA

Vice Chief
Advisor/Transportation 0.0 3.0 3.5 6.5
Management TetSUO WAKUI
Vice Project
Manager/Transportation 3.8 9.0 5.9 18.7
Transportation Planning (1) Sadayuki YAGI 0.7 4.2 3.5 8.5
Transportation Planning (2) Ken KUMAZAWA 0.0 1.5 2.00 15
Social Experiment Management
() Takeshi SHIMOMURA 24 4.3 1.4 8.0
Social Experiment Management
2) Osamu ABE 0.0 .1 34 4.5
Traffic Survey and Analysis Masaru KOMORI 1.5 1.0 0.0 2.5
Survey Data Analysis Tetsuo HORTE 0.0 1.5 0.0 1.5
Coordinator/Public
Involvement Makoto OKAMURA 1.0 27 3.0 6.7

Total 10.0 287 244 63.1

Note: Covers the whole duration of the Project period.

Annex 3-1-2 Training in Japan and the Third Country Training in Japan and the Third Country

1. Training in Japan

(1) The first Training in Japan (February 12, 2012 — February 23, 2012)

I Ahmet Hamdi Giiner, Manager of Transportation Planning Directorate

2 Onursal Bag, Deputy Manager of Transportation Planning Directorate
3 Mehmet Cakir, Researcher of Transportation Planning Directorate

(2) The second Training in Japan

OO -1 Oy b B WY e
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DILEK COL, Researcher of Transportation Planning Directorate
EMEL GUNAY, Researcher of Transpertation Planning Directorate
NILUFER DUNYA, Researcher of Transportation Planning Directorate
SERAP CETINKAYA, Researcher of Transportation Planning Directorate
SERKAN $IMSEK, Researcher of Transportation Planning Directorate
KEVSER USUL, Researcher of Transportation Planning Directorate
FATMA BETUL AKBIYIK, Researcher of Transportation Coordination Directorate
ISA CERRAH, Researcher of Transportation Coordination Directorate
HAMIT POLAT; Researcher of Traffic Directorate




10 ESMA DILEK, Researcher of Traffic Directorate

2. Third Country Training in Singapore
Scheduled to take place in November 2013 for 11 staff

Annex 3-1-3 Provision of Equipment and Materials

fYew | mem 0 Descripon | Unic| ey |[TRL

1 | 2001 | GPSDataLogger | GT-800 pro 10| 191,100

2 | 201t | GDP Drive First Science FS2000 10 184,600

Recorder

3 | 2011 | JICASTRADA JICASTRADA 1 165,000

4 | 2011 | Personal Computer | Sony Vaio PCG-7191M 1 11.033.00

5 | 2011 |} Personal Computer | Samsung NP-RV5{1-S03TR 1 4.436.80

6 | 2011 | Personal Computer { Samsung NP-RY5{{-S03TR f 4.861.60

7 | 2011 | Display LG Flatron E22515-BN I 499 00

8 | 2011 | Display LG Flartron E2241 [ 304.25

9 | 2011 | Display Philips Flatscreen ! 395.90

10 | 2011 | Copy Machine HP Color LaserJet CM6040 1 12.927.74

MFP -

540,700 34,458

Anmnex 3-1-4 Operational Expenses by Japanese Side

o Mem | AmountQPY, million).

Secretary and interpreter 15.0
Tratfic Demand Management Specialist 8.0
Transportation Planning Speciafist 6.7
Soctal Experiment Specialist 4.5
Traffic Survey and Analysis Specialist 2.6
The first Seminar 0.5
The second Seminar 0.5
Evaluation Survey 4.5
Equipment and Materials 23.0
TOTAL 65.3
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Annex 3-2: Input by the Turkish Side

Annex 3-2-1 Assignment of Turkish C/Ps

M. Yakup DEMIRHAN

Project Director

Mr. Ahmet Hamdi Giiner

Project Manager

Ms. Nesligil UNAL

Architect, MA, Transportation Planning Directorate

Ms. Neriman SAHIN

Civil Engineer, MSc., Transportation Planning Directorate

Ms, Berna CALISKAN

Civil Engineer, MSc., Transportation Planning Directorate

Ms. Serap Songiil CETINKAYA

Urban Planner, MSc., Transportation Planning Directorate

Ms. Dilek COL

Urban Planner, MSc., Transportation Planning Directorate

Ms. Emel GUNAY

Urban Planner, MSc., Transportation Planning Directorate

Ms. Niliifer DUNYA

Utban Planner, MSc., Transportation Planning Department

Mr. Mehmet CAKIR

Urban Planner, MSc., Transportation Planning Department

Mr, Serkan SIMSEK

Geophysics Engineer, Transportation Planning Department

Mr. fsa CERRAH

Civil Enginger, MSc., Transportation Coordination
Directorate

Ms. Fatma Betiil AKBIYIK

Industrial Engineer, Transportation Planning Directorate

Ms. Halime TEKIN

Urban Planner, Transport Coordination Directorate

Mr. Hamit POLAT

Electrical Electronic Engineer, Traffic Directorate

Ms. Esma DILEK

Computer Engineer, MSc., Traffic Directorate

Mr. Osman KILICASLAN

Urban Planner, Mass Transport Services Directorate

Annex 3-2-2 Turkish side’s Local Costs

Catego ry B o I tems i Cost(TRY)
The first Social Experiment Signboards 160,000
The first Social Experiment Technical Maintenance 2,000
The first Social Experiment Gasoline for Service Bnses 6,000
The first Social Experiment Vehicle Maintenance 2,000
Driver Salary Driver Salary 30,000
Surveys and Countings Surveys and Countings 300,000

Total 500,000

29



1}

SECTION 1: Project Achievements

Annex 4: Evaluation Grid (Results of the Evaluation)

coicEvaldation QUestions: coo
Questions | SWQuestions’ | e
Pros_pet?t for To what degree has OVI1. More than two (2) TDM measures are implemented in the Istanbul historical area.
Achieving the | the Overall Goal been :
Overall Goals achieved?
) e As evidenced through the Project period, the C/P stayed focused on the planning and execution of the Project planned TDM measures. The unfortunate
. suspension of the 2™ social experiment beyond control of the staff assigned did not deter them from the pursuit for such undertakings for the cause of betier
Overall Goal: traffic conditions in the target area. Given IMM's imminent needs for the Historic Area are to install arrangements for intermodal facilities at Yenikapi (as the
Appropriate TDM grand opening of this transportation hub is approaching in the end of October 2013), the TDM experiences of the Project is expected to draw attention for its

measures will be
implemented in the
Istanbul historical
area to create
comfortable city
environment.

high relevance as the core for establishing intermodal system.

OVL2. Visible improvements is realized by the TDM measures in the Istanbul historical area.

e As indicated under OVI 1. above, the imminent mission of IMM to develop intermodal system at around Yenikai Station area is a huge undertaking in the
Historic Areas, where passengers” transfers among Yenikapi Station, IDO bus terminal, and Aksaray Station need to be managed while preserving
archeological sites though measures including passengers’ transfer corridors. Such challenge will provide a meaningful test for the Project concerned staff at
IMM’s Transportation Department. to demonstrate capacities developed throngh TDM experiences with the Project, and visible and tangible improvements as
a part of the measures are probable.

Prospect for
Achieving the
Project Purpose

To what degree has
the Project Purpose
been achieved?

Project Purpose;
Transportation
Department’s
implementation
capacities of TDM
measures for the
Istanbul historical
area are strengthened.

OVI1. More than 80% of staffs of the Transportation Department evaluate that implementation capacities of TDM measures are strengthened.

® By combination of face-to-face interviews and written questionnaire responses, it was confirmed that 80% of the staff of the Transportation Department that
worked with the Project as C/P consider they have elevated their technical capacity on TDM through their participation in the Project. Since there were a
couple of C/P with whom direct confirmation could not be obtained during the evaluation, it is possible that the ratio couid be higher, suggesting tangible
learning is realized by the Project activities.

& On the other hand, C/P unanimousty expressed that they were counting on the 2™ social experiment as an opporwnity to solidify their acquired skills through
the process of the 1% experiment so that they can ensure for themselves that they will be fully ready to carry forward onward TDM. This relates not only to the
technjcal part of the measures but also to how to navigate the administrative system of IMM to implement measures, and for that reason, in order o crystalize
Project germinated capacity on TDM, going through yet one more measure will be beneficial 1o the staff of the Transportation Department.

Achievement
levels of the
Qutputs

Output 1:

Traffic characteristics
of the Istanbul
historical area are
clarified and issues on
transportation
planning are
identified.

OVI1-1. Survey reports are prepared, describing traffic characteristics, transport planning issues and stakeholders’ concerns on transportation
improvement.

& Activities under Output 1 were conducted in sequence from the onset of the Project in full manner. First, the Project held discussions with TDM concerned
agencies withm and outside IMM (e.g. other Directorates in Transportation Department, ISPARK, LASIM, ISBAK) to take stock of situations conceming
delineation as well as overlaps in work functions. The Project then checked approval status of M/P and confirmed there is no revisions to IMM’s traffic
management planning and public fransport planning. Based on such confirmation, the Project proceeded with various surveys in order to analyze transport
patterns and bottlenecks that have to be attended through TDM measures. The survey procedure and results were compiled into reports such as:




Ie

- :Evalustion Qtiestions -

levels of the

Output 3 been

 ‘Questions | SubQuestions - e e e e O
» “Junction Traffic Count Survey™ Field Report (March 29, 2013)
¥ “Modeliing Sofular Zone with Transmodeler Microsimulation Software” (not dated)
» “Parking Count Survey Results Report” (2013)
»* “Smart Parking System Social Experiment Project™ Field Survey Report (March 29, 2013)
¥ “Field Studies Traffic Counts™ (not dated)
e The process and the results that came out through the implementation of the surveys laid the foundation and led into successive activities under Output 2 & 3.
Achievement | To what degree has OVI2-1. More than 80% officers are trained in training courses and seminars.
levels of the Cutput 2 been )
Outputs achieved? © 100% C/P was covered by training in Japan through 2 separate courses. The 1* training accommodated managerial staff focusing on concept and effectiveness
. of social experiments in the framework of TDM. The 2™ course was shaped for technical staff to orient them on how to plan, conduct, and evaluate social
Qutput 2: experiments, as well as on how to incorporate experiments’ results for further application. Eagerness in pursuing and absorbing new knowledge on TDM was
T . evident from the feedback of the C/P, and each person returned with own takeaway lessons.
ransportation
Department’s e Participation rate for the Project organized seminars (2 times so far, 1¥in March 2012 and 2™ in March 2013) was also L00%. The 1* seminar was held in
capacities are conjunction with JICA Consultation Mission from Tokyo, and included techmical presentations by the university professor members of the Japanese
strengthened through delegation. The active discussion and interaction among the participants on implementation method, effectiveness on social experiments provided a venue to
planning, clarify previously held anxieties regarding untried areas of social experiments. The 2 seminar was more tailored for conducting social experiments as part of
implementing, the Project activities, and technical presentations covered reporting back on the workings from the 1% social experiment (Smart Parking System: SMS) and
evaluating, and preparatory overview for the 2™ social experiment (Traffic Cell System).
analyzing social OVvI o2
experiments of TDM )
measures. Two (2) TDM social experiments are implemented.
@ The 1¥ TDM social experiment on smart parking system was conducted in January - February, 2013, in Fatih Distrdct, by the leadership of Transport Planning
Directorate in collaboration with the other IMM Directorates in Transportation Department (Transport Directorate, Coordination Directorate) and related
parking management agencies (ISPARK, TAVG). The undertakings required for the Project (in this case C/P) to secure not only funding for the experiment
burt also engagements from the busy colleague units, not to mention timely approval from the administration. For lack of recognition by the unit in charge of
public relations, advance dissemination to the public could not take place, standing as a detriment to the fuller implementation of the experiment. Yet, data
regarding utilities of the system such as in decrease in ravel time, effects of transmodal shift were collected along with lessons on how to manage planning
stages with various stakeholders.
¢ Following on mixed results of the 1** experiment, the Project geared up on the preparation for the 2™ experiment on Traffic Cell System, However, it faced
no-go decision by administration due to concern in association with the upcoming election of March 2014, particularly as the 2™ experiment requires heavy
restriction of moves of the public affected. Yet, from the course of planning, implementation, and analysis of the 1™ experiment, C/P expressed in their
response to the questionnaire their confidence in managing such experiments in the future.
OVI2-3. Implementation reports are developed including analysis results.
e The results of the 1¥ social experiment was compiled together with the procedure and analysis, and presented at the 2" seminar. Regarding the suspended 2™
experiment, the objective, value, and specific process of conducting this experiment in the Historic Areas were sketched out and compiled into a report.
Without the previously unanticipated suspension for implementation of the experiment due to election, this part of the Qutput would have been produced.
Achievement | To what degree has

OVi3-1. Guidelines for TDM measures implementation are prepared.
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- Evaloation Questions -0 i

Experience of the
social experiments 1s
summarized as
guidelines and shared
among relevant
departments of IMM.

Questions |~ SubQuestions e _ | SRS
Outputs achieved? e Drawing from the 1¥ social experiment conducted, C/P are in the process of preparing assigned chapters of the guidelines with scheduled completion in
Output 3: November 2013. As of September, the preparation is on schedule. In the interim, the results of the 17 social experiment are disseminated through conferences

such as that organized by ISPARK in March 2013, and its impact is already reflected onto discussions for farther applications with the larger parking system
operator communily in the Historic Areas.

OVI3-2. The guidelines are disseminated to relevant departments of IMM,

¢ Drawing from the 1* social experiment conducted, C/P are in the process of preparing assigned chapters of the guidelines, and thus the completion is within
reach by the end of the Project period. However, as the 2* social could not take place, the end product will lack findings and lessons from the Traffic Cell
System. The Project has planned dissemination seminars and workshops targeting relevant departments of IMM for dissemination.

Achievement of]
Inputs

Have the Japanese
side’s mputs been
allocated as planned?

o Personnel (Japanese the JICA Expert Team):

The Japanese side has assigned ten JICA Expert Team to the Project in the fields of: Chief Advisor/Project Manager/Transportation Policy, Vice Chief
Advisor/Transportation Management, Vice Project Manager/Transportation Management, Transportation Planning (1), Transport Planning (2}, Social Experiment
Management (1), Social Experiment Management (2), Traffic Survey and Analysis, Survey Data Analysis, Cocrdinator/Public Involvement (See Annex 3-1-1
Assignment of the JICA Expert Team).

s Training in Japan and the Third Country

The Japanese side has provided training in Japan to 13 staff mewmbers from Transport Planning Directorate as well as from Traffic Directorate, and
Transponiation Coordination Directorate. In addition, training in Singapore for 11 staff is being scheduled to take place in November 2013 (See Annex 3-1-3
Training in Yapan and the Third Country).

o Provision of egnipment and materials:

The Japanese side has provided equipment necessary for the planned social experiments (e.g. GPS data logger, GDP Drive Recorder), office supplies and
equipmment (e.g. a photocopier, personal computers, computer dispiays, etc.), which amounted to Japanese Yen (JPY) 23.0 million (Approximatety USD 0.23
million) (See Annex 3-1-4 Provision of Machinery and Equipment).
= Operational Expenses:

The Japanese side has allocated total amount of JPY 63.3 million (Approximately USD 0.67 million) for the operational costs of project activities (See Annex
3-1-4 Operational Expenses by Japanese side), )

Have the Turkish
side’s inputs been
allocated as planned?

e Counterpart personnel:

The Turkish side has assigned one Project Director, one Project Manager, 15 Technical Staff Members drawn from Transpert Planning Directorate, Transport
Coordination Directorate, Traffic Directorate, Mass Transport Services Diirectorate,. Chairperson (See Annex 3-2-1 Assignment of C/P Persennel).
s Facilities:

The Turkish side has provided office space in IMM building for JICA Expert Team.
¢ Local cost:

The Turkish side has allocated the total amount of TRYS500,000 (approximately JPY 25.5 million) for the operational costs of project activities {See Annex
3-2-2 Turkish Side’s Local Costs),
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SECTION L. Tmplementation Process

<o rEvalnation Questions

CoMain L Sub Questions |

Troplementati

To what degree have

® Project activities have been implemented with thorough planning and preparation, but delays occurred from early point in time. The Project concerned parties

on of project activities been were well aware of the possibilities for delay, for example, a need to factor m time required for IMM clearances 1o conduct traffic surveys (Output 1), and
Activities and | implemented as consulted during the first JCC (within one month of Project launch) for revising some schedule. The most significant factors for further delay concerned
Ownership in | planned? Has IMM preparation for the 1% social experiment on smart parking system (Qutput 2}. They include time for securing (initially unallocated) budget (due to changes in the
Implementati | Transport parties to shoulder this budget on the Turkish side) and time required for coordinating with inside/outside agencies concerned for the implementation. With
on Department/Transpor concerted effort on the part of the Project, however, each step was managed with diligence and professionalisim, and made the 1 social experiment
tation Planning implementation an exemplary case to exhibit ownership in the Project by the Turkish C/P.
Directorate e Yet, some indications surfaced that not all C/P had full comprehension of what was happening with the Project and of where the Project {particuiarly with
demonstrated an redirection after suspension of the 2™ social experiment) was heading. The reshaping of the Work Group with re-confirmation of the assignment toward Project
adequate_ level of completion might make sense for fuller involvement of those.
owpershlp to enhance | Regarding the challenge of administrative decision to suspend execution of the 2™ social experiment (Output 2), the Project swiftly redirected its effort, which is
their management still in alignment within the boundary of administration as well as the Project design, by responding to an urgent and evolving issue of the IMM’s endeavor on
capacity? intermodal passenger transport development at Yenikapi transfer point, which is becoming one of the most critical maffic nodes of the City
Project Are there any issues e Project established well-functioning communication channel between the Experts and C/P through regular Friday Meeting of the Working Group (core group
management with the project working on the Project). Other concerned Directorates in Transportation Department were also involved in the communication channel as well as in

management? Has
there been an
effective
communication and
information sharing
among CP and
between CP and

collaborative work depending on the agenda.
s On the other hand, how to engage/involve upper management under dynamic and flnid work environment of a huge municipality system continued to pose
difficulty to the Project, and significant effort was spent on acquiring clearances and guidance.

Experts?
Follow-up of | To what extent have (1) Comrnumication at the decision making level
Recommende | the actions o While access 1o the higher authority continues to be limited, the Project is definitely utilizing its experiences for navigating the bureaucratic system. Its
d Actions by recommended to be clearance request is now better tailored thinking ahead on what is required for the upper management to approve without hesitadon,
the Mar. 2012 | taken up by the
Consultation | Project? (2) Counterpart Assignment
?;[gi([)-?Qﬁom e The point raised by the Mission concemed overburden of work on some specific personnel within the C/P group, particularly in view of the preparation for the

2™ social experiment (Traffic Cell System) while wrapping up on the 1% social experiment. Since this observation, the environment that governs the Project has
required it to move away from social experiment until election is over, and toward new agenda within the scope of TDM (i.e. Yenikapi Station area intermodal
traffic node development), the Project has laid out good working arrangement (coordinative, technical, for example) fully leveraging from the learning from the
1* social experiment.

(3) Utilization of technical knowledge from academic community
¢ In response to the recommendation from the Mission for the Project to arrange co-learning opporwnities between C/F and budding scholars on TDM from
academic community in Istanbul, it invited these scholars on multiple occasions to the Project arranged meetings.




¥e

SECTIONII: Evaluation by the Five Criteria
: Cvaluation Qiestions:

Main Questions’

i 'Sulb Questions

Relevance

Relevance with the
Government policy
of Turkey and
Strategic Plan of
MM

Has the Project been in line with
the priority of development
policies of the Government of
Turkey as well as vision,
principles, and strategic plan of
MM ?

The Project was planned and implemented in line with Turkey’s national development plan, “Ninth Development Plan of Turkey
(2007-20131)", particularty that relating to its Development Axes of “Increasing Competitiveness™ that encourages corridor
approach in transportation by looking into altermative modes, “Tncreasing Quality and Effectiveness in Public Services™ that aims
at increasing quality and effectiveness in the delivery of public services.

Likewise, the Project is one direct response to IMM s “Strategic Plan of Istanbul Metropolitan Municipality (2010-2014)",
where establishment of “smart transportation” system for controlled and systemaric pedestrian & vehicle traffic is envisaged.
This Strategic Plan was prepared based on JICA supported “Study on Integrated Urban Transportation Master Plan for Istanbul
Metropolitan Area m the Republic of Turkey™ (2009), under the framework of Japan’s assistance paolicy for Turkey that calls for
supporting the country’s sustainable economic development through improvement of business and investment climate for urban
areas.

Relevance with the
requirement by
UNESCG World
Heritage
Comumittee

Has the Project been in
compliance with the
requirement by UNESCO o
upkeep its status as World
Heritage Site?

The Project has been in full compliance with the requirement by UNESCO to upkeep its stanis as a World Heritage Site, as
determined by “Istanbul Historic Peninsula Site Management Plan (2011)”. Further confirmation was obtained from a Deputy
Manager of Director at IMM’s Directorate of Historic Sites Protection, the section in charge of liaising with UNESCO that the
Project has been operating within and in support of the mandate of the Site Management Plan which recognizes the significance of
TDM. As the Site Plan is now under review for update, further collaboration is envisaged, by the Project {feeding its data to this unit
within IMM in charge of the UNESCO mandate, so that the alignment is fully recognized by beyond the two parties concerned.

Relevance with the
needs of
Transportation
Department of
MM

Has the Project Purpose been in
line with the needs of the target
group? Have the needs of the
target group been high?

‘Target Group:
Transportation Department of
MM

The target group of the Project was determined in its PDM as Transportation Depantment of IMM. Drawing staff with relevant
technical backgrounds and professional mandates within the Department, core Working Group was established for the Project,
ensuring relevance of the Project with the needs of the target group. As the staff (i.e. C/P) came on board already in possession of
high level techmical expertise, the benefit of their participation in the Project related more with how to structure and carry out TDM
neasures rather than in the narrow sense of developing technical capacity. Particularly, the Project laid out opportunities for C/P to
navigate and move their agendas in the huge municipality administration system, and from the engagements the C/P came 10
manage how to involve vpper management on technical agendas, how o liaise with infout agency colleagues, and how to involve
stakeholders. Therefore, while “needs” might not have been felt by the already able C/P for capacity development in transportation
management issues, the Project served as an opportunity for the target group to think through how to strategize and act in order to
realize TDM measures within the mandate of the Municipality which is always under fluid business environment.

Relevance with the

Has the Project been in line

{See above under Relevance with the Government policy of Turkey and Sirategic Plan of IMM). The Project is in line with Japan’s

Japan’s ODA with the Japanese assistance policy for Turkey. Japan’s assistance policy for Turkey has a focus on supporting the country’s sustainable economic
Policy Governinent’s assistance developinent through improvement of business and investment climate for which urhan environment is a key,

policies for Turkey?
Comparative Does Japan have technological | ¢  Both Japanese and Turkish sides well recogmize that Japan’s preexisting TDM examples might not be the ultimate model for
empirical and and empirical advantages in Istanbul particularly from the perspective of technological prevalence. Yet, both sides share the view that Japan offers relevant
technological TDM management for cases for Istanbul in its consideration for how to manage transportation system as a puhlic sector entty.
advantage of contributing to

Japan’s cooperation

Turkey/Istanbul?
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‘Main Questions

Evaluation Q

uestions | i
Sub Qhrestions

Effectiveness

Achievement of the|
Project Purpose

Project
Purpose:

What is the prospect of
achieving the Project Purpose
by the end of the Project
period?

e The goal of achieving the Project Purpose, as determined by the indicator, has already been met based on the triangulation of
questionnaire survey, face-to-face interviews, and docuiment review.

Transpertation
Department’s
implementation
capacities of
TDM measures
for the Istanbul
historical area

To what degree was the
achievement of the Project
Purpose attributable to the
successful achievement of the
Qutputs?

¢ The significance of the produced Outputs for the achievernent of the Project Purpose was clear.

e Tdentification of traffic characteristics and issues of the Istanbul Historical Area (Output [) was considered as an exercise to shed
new light on the already existing inventory of information at the Department. Yet, the fact that such stocktaking was an
mstrumental step for TDM measure prioritization and planning was an important point that became evident for the achievement of
Qutput 1.

¢ Regarding Output 2, planning and execution as wel}l as management of the whole process of the 1% social experiment (smart
parking system) having been a new venture for the target group, each step was learned with enthusiasm and professional interest,
leveraging on their technical expertise and diligence as municipality staff. In addition, critical takeaway was realized for the nezd to

are take care of securing budget and acquiring clearances from within the administrative system of a huge municipality, as well as 1o
strengthened. manage refationships with outside agencies and stakeholders.

e Qurput 3 is outside the narrow sense of implementation but is an instrumental component of the Project to pave a way 10 ensure
similar or improved implementaticon will become possible beyond the Project period, by documenting the process and lessons into
gunidelines. At the time of terminal evaluation, the preparation is on track and on schedule, and the end product is expected to
contribute to the crystallization of the Project Qutputs for the target group’s later reference for future TDM measures.

Has the Important Assumption Important Assnmption: Policy priority or TDM of IMM is not drastically ckanged during the project period.
for achieving the Project
Purpuse been fulfilled? e The needs for TDM in such a congested city hub has only expanded as the time progressed during the Project period. With the
grand opening of Yenicap Station on October 29, 2013, IMM’s priority on TDM as a means to develop intermodal system for
managing transfer corridors for rail, road (bus and pedestrian), and sea (ferry) is even higher as the Project’s completion approaches
in December, 2013.
Contributing To what degree has each Output | ¢ See Section 1: Project Achievement
factors been produced?
Have there been any other & N/A
factors that contributed to the
achievement of the Project
Purpose?
Hindering Have there been any other o March 2014 election became a factor for the IMM adminjstration to suspend execution of the 2" social experiment, as its
factors to factors that impeded the preparation and implantation requires in-depth involvement of the public beyond the level acceptable to the administration during
Effectiveness achievement of the Project the time running up to the election.

Purpose?
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Evalnation Queéstions.

1 Main Ouestions ]

" "'sub Ouéstions

Efficiency

Causality of
Inputs and
QOutputs

Have Project activities been
appropriately conducted in
terms of their timing, duration,
and quality to produce planned
Qutputs?

e Project activities have been implemented with thorough planning and preparation, but delays occurred from early point in time. The
Project concerned parties were well aware of the possibilities for delay, for example, a need to factor in time required for IMM
clearances to conduct maffic surveys (Qutput 1), and consulted during the first JCC (within one month of Project launch) for
revising some schedule. The most significant factors for further delay concerned preparation for the 1st social experiment on smart
parking system (Output 2). They included time for securing (initially unallocated) budget (due to changes in the parties to shoulder
this budget on the Turkish side} and time required for coordinating with inside/outside agencies concerned for the implementation.
With concerted effort on the part of the Project, however, each step was managed with diligence and professionalism, making use
of the chaflenge and effectively turned investment (incl. human power required to navigate the bureaucratic system) into Cutputs.

Achievement of Has the Important Assumption Important Assumption: Cooperation from relevant entities and organizations is secured.
Outputs for achieving the Qutputs been
fuifilled? s At points, the Project faced difficulties to gage understanding and necessary technical support from the parties instrumental for the
implementation of the Project. One such instance was prior announcement to the public on the implementation of the 1% social
experiment on smart parking system. While it is critical that the public is well informed that such venture is taking place and the
Project conld not obtain clearances from IMM for full-fledged dissemination of the information prior to the experiment.
Appropriateness How appropriate has the @ Japanese Experts were dispaiched in accordance with the framework of contractual arrangement with JICA. Given large part of the
of Inputs by Japan | assignment of Experts been in Project needs were of procedural matters for which continual engagement was critical, as a retrospect, some concerns were voiced
terms of the number of experts, on the difficulty involved with no-presence of Experts at critical tines (i.e.in between dispatches of Experts for whose expertise was
their expertise and capabilities, called for) affecting effective operation. On that point, suggestions were made to appoint fewer number of experts {if required for
and the dispatched periods and budget reason) for longer stretch of ime with more permanent resident status,
timings?
How appropriate has CP e All the core C/P had the opportunities for training in Japan, where exposures to TDM in Japan provided opportunities for them to
training in Japan and in the establish comparative perspectives. Some pre-concluded Japanese technology is not surpassing what exist in Turkey, but from such
third countries (if applicable) cowparisons included, the C/P gained firsthand knowledge on the real apphcations of TDM, and established reference points for
been in terms of 1lie number of further practice through their job.
participants, training contents,
and the dispaiched period and
ity iming?
How appropriate has the e Procurement of equipment by the Japanese side was adequate and was smoothly conducted to support the fimely implementation of
provision of machinery and the Project activities.
equipment by the Japanese side
been in terms of its quality,
guantity aad timing?
Appropriateness How appropriate has the » Ag common for strong technical staff at a public entity, the assigned C/P have regular and/or routine functions for the
of Inputs by IMM | assignment of CP been in terms Directorate/Deparunent, and could not spend 100% of their work time solely for the Project. However, knowing such constraints,
of the number. placement {i.e. the Project made arrangeinent such as Weekly Friday Meeting to strategize its operation manageiment. From the questionnaire and
balance between their regular face-to-face interviews, it seems that there is still some more room to further economize use of time by prioritizing and clarifying
tasks and Project actvities) “who does what to get where by when”, to ensure each is well aware of what they are tasked to deliver. This seems particularly the
ownership and level of case since the 2™ social experiment came at a halt. Thus, toward the end of the Project completion, it is recommended that the
participation? Project re-visits PO and stock takes what each C/P should focus, as well as double checks if what each C/P thinks he/she is
supposed to be doing rightly reflects what PDM/PO determines for that particular C/P.
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Eff

How appropriate has the
provision of facilities and
equipment by the IMM side
been?

* IMM provided office space for the JICA Expert Team to function effectively for the Project..

Has the IMM budget for the
Project been appropriate in
scale?

See Section I: Project Achievement

¢ In the course of preparing for the 1¥ social experiment (smart parking system). a glitch was identified as to who (Transportation
Department or parking system operator) will shoulder the cost. In the end, IMM budget was tapped, requiring the C/P to secure
sizable financial resource for the line item not originally included in the budget. Although that delayed the implementation of the
experiment, Securing this resource within the same fiscal year was a commendable effort, given the difficulty of such practice in the
context of municipal governance.

Cooperation with
ather
organizations/
projects

Has there been any effective
cooperation with other
organizations or projects that
increased the efficiency of the
Project?

e The Project widely collaborated with relevant transport sector authorities as the particular themes/topics relate to the mandates and
work domain of these organizations, including Istanbul Otobus Co., ISBAK Co., BIMTAS, ISPARK Co., Istanbul ULASIM Co,
and Fatih Municipality, who were associated with the Project as Working Group members.

Contributing or
hindering factors
to Efficiency

Are there any other factors that
increased or decreased the
efficiency of the Project?

° N/A

Impact

Prospects of
achieving the
Overall Goals

To what degree has the Overall
Goal been achieved?

See Section 1: Project Achievement

Will the Overalt Goal be
achievedin 3 to 5 vears after
the comnpletion of the Project?
(Are the Overall Goal and
verifiable indicators still valid?)

* The prospects for achieving Overall Goal through further implementation of TDM is high. Through the Project period, the C/P
stayed focused on the planning and execution of the Project planned TDM measures and served to build institutional memory and
mechanism for the surrounding the theme. The unfortunate suspension of the 2nd social experiment beyond conrtrol of the staff
assigned did not deter themn from the pursuit for such undertakings for the cause of better traffic conditions in the target area.
Given IMM’s imminent needs for the Historic Area are to install arrangements for intermodal facilities at Yenikapi (as the grand
opening of this transportation hub is approaching in the end of October 2013), the TDM experiences of the Project is expected to
draw attention for its high relevance as the core for establishing intermodal systems.

= As indicated above, the imminent mission of IMM te develop intermodal system at around Yenikai Station area is a huge
undertaking in the Historic Areas, where passengers’ transfers among Yenikapi Station, IDO bus terminal, and Aksaray Station
need 10 be managed while preserving archeological sites though measures including passengers’ transfer corridors. Such challenge
will provide a meaningful test for the Project concerned staff at IMM s Transportation Department to demonstrate capacities
developed through TDM experiences with the Project, and visible and tangible improvements as a part of the measures are
probable.

Have the Important
Assumptious for achieving the
Overall Goals been fulfilled?

Important Assumption:
s (No assumptions identified in PDM.)

Other aspects

Are there any unexpected
positive and negative impacts?

® No unexpected impacts have been identifted at the time of the Terminal Evaluation, given IMM has been operating under fluid and
dynamic business environment through the course of Project, and consideration to such environment has to be factored in for the
business conduct at the institution.




. "Evaluation Quéstions
iVialn Questions: 00 :

Sustainability

HE N SiEb Questions: : : L S
Institutional Have roles and responsibilities | o The C/P has fine recognition of their roles and responsibilities of their department.
aspect of IMM Transport Department
have been clearly defined and
understood by CP?
Organizaticnal Has an organizational e The Project worked within the existing organjzaticnal framework of the Transportation Department by setting up Working Group
aspect mechanism for continuous with staff drawn for their technical and functional responsibilities.

capacity development of IMM
Transportation Department in

its operation and management
been established?

Financial aspect

Has IMM Transportation
Department been able to secure
sufficient budget to conduct its
TDM based on the experiences
with the Project?

Particularly as evidenced by the implementation of the 1* social experiment for which the Department ended up securing own
budget for the exercise, the Department seems well positioned for financial aspect of the sustainability. The prospect for conducting
further TOM relates more 10 the priority of such measures in the context of Department’s wide array of responsibilities.

Technical aspect

Have core staff of IMM
Transportation Departrment been
tratned sufficiently in number
and knowledge to conduct
TDM through the Project?

The core staff of Transportation Planning Directorate have been sufficiently trained for TDM., However, them being statf for
planning the measures, the level, depth, and prevalence of wider application depends on how other Directorates concerned for the
actual implementation come together and get on board. For that, guidance preparation is not adequate, and continual effort for
engagement will be required.

Other factors that
will increase or
decrease the
sustainability of
the Project
achievements

Are there any other factors that
will increase or decrease the
sustainability of the Project?

Political environment continues to affect the extent and timing of the conduct of Project induced TDM measures. However, TDM
being a core of managing traffic challenges of IMM jurisdiction, its priority is deemed to stay 1ill visible level of congestion
decrease is realized.




Annex 5: Reporting and Sharing of Project Activities

e Produet oo Type | Year S Details o
1 Traffic Issues of Historical | Report 2011 Traffic circulation and traffic demand
Peninsula management problems report of

Historical Peninsula
2 | General Characteristics of | Report 2011 General characteristics of transport
Transportation and TDM in issues and TDM policies of Istanbul
Istanbul and Fatih
3 Traffic Survey Report Report 2012 Traffic related survey reports
including traffic count, taxi prove,
public transport and others
4 | Implementation Report of the | Report 2013 Implementation report about the 1%
¥ Social Experiment social experiment “Smart Parking
System”
5 | Presentation Materials for the | Presentation | 2012 Progress of iSTDM and overall about
1 Seminar planned social experiments.
6 | Presentation Materials for the | Presentation | 2013 Progress of iSTDM and result of the
2" Seminar 1* social experiment
7 | Presentation Material of the | Presentation | 2012 Accomplishment report of JICA.
1* JICA Training in Japan counterpart training in Japan
8 | Presentation Materials of the | Presentation | 2013 Accomplishment reports of JICA
2™ JICA Training in Fapan counterpart training in Japan
9 1 Socio-economic Report of | Report and | 2012 Socio-economic, transport issues, and
Fatih District Data other information report of Fatih
district
10 | TDM Project List in Istanbul | Report 2013 Selected TDM project lists for
. Istanbul
11 | Implementation Report of the | Report 2013 Detail information, results and next
1¥ Soctal Experiment steps of the 1* Social Experiment
12 | Implementation Plan Report | Report 2013 and next steps of the 2™ Sacial
of the 2" Social Experiment Experiment
39
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Annex 6: Project Design Matrix (PDM) version 1 (see note below3)

Name of Project: The Project on Traffic Demand Manageinent (TDM) for Historical Area in Istanbul

Period:

July 2011 - December 2013

Target Grouwp: Transportation Department of Istanbul Metropolitan Municipality (IMM)

Project Narrative Summary Objectively Verifiable Indicators Means of Vertfication Important Assumption

Overall Goal

Appropriate Traffic Demand Management (TDM) 1. More than two (2) TDM measures are implemented 1. Means of Verification: Based on

measures will be implemented in the Istanbul in the Istanbul historical area. Interview Survey with the

historical area to create comfortable city transport department of IMM

environment. PR : .

2. Visible Im.provemems is re.:ahz?d by the TDM 2. Means of Verification: Through
measures in the Istanbul historical area. an Evaluation Survey between
before and after TDM

Project Purpose

Transportation Department’s inplementation More than 80% of staffs of the Transportation | Interview and questionnaire survey Policy priority on TDM of IMM is

capacities of TDM measures for the Istanbul Department evaluaie that implementation capacities | with the transportation department not drastically changed during the

historical area are strengthened. of TDM measures are strengthened. staff project period.

Output:

1. Traffic characteristics of the Istanbul 1-X  Survey reports are prepared, describing traffic 1-1 A series of Transport Survey Cooperation from relevant entities
historical area are clarified and issues on characteristics, transport planning issues and Reports and organizations is secured.
transportation planning are identified. stakeholders” concerns on transportation

improvement

2.  Transportation Department’s capacities are 2-1 More than 80% officers are trained in training 2-1 Records of training courses and
strengthened through planning, courses and seminars. seminars
implementing, evaluating, and analyzing
social experiments of TDM measures. 2-2  Two (2) TDM social experiments are implemented. | 2-2 Project reports of social

experiments
2-3 Implementation reports are developed including 2-3 Implementation reperts of TDM
analysis results. social experiments

3. Experence of the social experiments is 3-1 Guidelines for TDM measures implementation are
summarized as guidelines and shared among prepared. 3-1 Guidelines Text
relevant departments of [MM.

3-2  The guidelines are disseminated to relevant 3.2 Project reports

departments of IMM.

3 After preparation of PDMQ that was attached to M/M (signed date of November 5, 2010), numerical indicators were inserted and wording for Project Purpose and assumption were refined at
the time of project launch in August 2011. Therefore, the above PDM1 has been referred throughout the project implementation to date.
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Activities

Enputs

1-1 Review outline of relevant entities,
organizations and stakeholders that are
involved in transportation planning in the
Istanbul historical area,

1-2 Confirm implementation status of activities
proposed in the JICA master plan study as well
as relevant laws and regulations that have
relations with traffic management plans, public
transportation develepment plans, urban
conservation plans, and transportation plans.

1-3 Conduct a waffic survey, traffic facilities
survey, questionnaire survey, etc.

1-4 Analyze the survey results.

2-]1 Introduce information sharing tool among
relevant agencies of IMM in order to review
the progress of measures related to the Project.

2-2 Review and implement already planned TDM
measures {0 be done urgently in the Istanbul
historical area.

2-3 Organize seminars and training courses on
TDM measures for staff from the relevant
departments of IMM.

2-4 Formulate an implementaticn plan of the TDM
social experiments.

2-5 Perform required permission and authorization
procedure to implement the TDM social
experiments.

2-6 Tmplement the TDM social experiments in the
Istanbul historical area.

2-7 Monitor and evaluate the TDM social
experimernts.

3-1 Review results and clarify lessons leamned
from the social experiments for implementing
TDM measures.

3-2 Prepare the guidelines describing
implementation procedures and activities of
the TDM measures.

3-3 Share the gnidelines among entities and
organizations of the relevant departments of
IMM.

[JTICA]

3. Experts

= Chief Advisor

— Transportation Planning

— Traffic Management

— Social Experiment Management
= Public Involvement/Coaordinator
— Experts in specific areas

4. Project Staff

= Project Assistant

5. Counterpart training in Japan
6. Equipment provision

7. Project costs

[IMM]

1. Project Members

— Project Director
—  Praoject Manager
Technical Staff Members

i
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. Vehicle and Driver
. Project office and equipment

[FA)

— Project office
- Desks, chairs, cabinet, eic,
— Copier, printer, scanner, etc.

4. Project costs

—  Survey cost

= Social experiment cost

- Meeting cost

— Seminar and training cost that are
carried out in Turkey

=~ Administrative cost

[

IMM project members continue
to perform project activities.

No natural/human disasters
cause considerable damage in
the Istanbul historical area.

Pre-condition

1. Project members and budgers are
sufficiently secured.
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