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Summary of Terminal Evaluation

1. Outline of the Project

Country: Lao People’s Democratic Project Title: Lao Organic Agriculture Promotion Project
Republic (LOAPP)
Issues/Sector: Agricultural Development Cooperation Scheme: Technical Cooperation Project
Division in Charge: Rural Development Total Cost: 199 million Yen
Dep.
Period of R/D: September 2013 Partner Country’s Implementing Organization:
Cooperation | to September 2016 (3 Department of Agriculture (DOA) of Ministry of

years) Agriculture and Forestry (MAF)

Supporting Organizations in Japan:
Ministry of Agriculture, Forestry and Fisheries (MAFF)

1-1 Background of the Project

In Lao PDR, it is described that organic agriculture (OA) has high potential for commercial production
because pesticide and chemical fertilizer have not been widely applied in conventional farming. MAF
had established the “MAF Minister’s Decision on Organic Agriculture” in collaboration with NGO in
2005 and the “Standard of Organic Agriculture in Lao PDR” had been commenced since 2006.

Meanwhile, the Standard Division, Department of Agriculture, MAF (STD), in charge of inspection and
granting certification on OA had only 4 inspectors out of 9 (in 2004) who were able to execute the
inspection role based on the Lao Certification Body (LCB). Such an insufficiency of the personnel took
approximately 6 months for the process of inspection and certification on OA.

Although the OA certifications were granted to 19 farmers’ groups in Vientiane Capital as of December
2014, many issues such as quality control on farmer’s production, Internal Control System (ICS) of
farmers’ group, technical supports provided by government, transportation and logistics, production

plan based on the market needs, and collaboration with public sectors were not in the sufficient level.

Based on above background, JICA Technical cooperation project “Lao Organic Agriculture Promotion
Project (LOAPP)” was formulated in September 2013 as a 3-year-project, aiming at increasing farmers’
income through the establishment of OA certification system as well as strengthening the marketing
activities. LOAPP is looking at the system enhancement in promoting OA with three outputs: 1) Setting
up a national OA Strategy, 2) Capacity development of Clean Agriculture Development Center (CADC)

and 3) Improvement of STD for their inspection techniques and process.

In February 2015, the Japanese Mid-Term Consultation Mission Team was dispatched to LOAPP. They
pointed out the importance on slotting activities for the further expansion of OA toward farmers’ level
together with information collection and future’s plan for the purpose for the promotion of export

business.

At the final stage of LOAPP’s cooperation with the remained period of half-year, the Terminal

Evaluation consists of both Lao and Japanese sides was conducted for the purpose of clarification of
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benefits and contributions through the activities of LOAPP as well as consideration on future’s direction
lead by Government of Lao after the termination of LOAPP.

1-2 Project Overview
(1) Overall Goal

Structure for promotion of organic agriculture is functional.

(2) Project Purpose
Structure for promotion of organic agriculture is enhanced.

(3) Outputs
1) Strategic plan for national organic agriculture development is finalized.
2) Clean Agriculture Development Center (CADC)’s capacity for promotion of organic agriculture is
improved.

3) Standard Division (STD)'s capacity for promotion of organic agriculture is improved.

(4) Inputs (as of end-January 2016)
Japanese Side : Total cost 199 million JPY
Experts/Consultants: 3 Japanese long-term experts, 3 Japanese short-term experts,
10 third-country lecturers (from Malaysia and Thailand)
3 local consultants (OA & market survey, TOT for CADC staff, OA market
analysis)
Training : 20 trained in Japan (15 Specific Training under LOAPP, 5 Group Training Course)
13 trained in Thailand
Technical equipment :  Approx. 18 million JPY
Operational Cost (Local Operation) :  Approx. 32.1 million JPY
Other Cost (Facility renovation & construction) :  Approx. 26.4 million JPY

Lao Side :
Counterpart : Total 23 persons
Land and Facilities : Offices (in Vientiane Capital & CADC), meeting rooms, light & water expenses
Local Cost : 919 million Kip

2. Evaluation Team

Members | < Japanese side >

of the Leader Mr. Masanobu KIYOKA, Senior Advisor, JICA
Evaluation | Agricultural Policy Mr. Takashi SEO, JICA Agricultural Policy Advisor, MAF
Team Planning Management  Mr. Kazuhiro OTSUKI, Team 1 Special Advisor,

Agricultural & Rural Development Group 1, Rural
Development Department, JICA

Evaluation & Analysis ~ Mr. Akira MATSUMOTO, President, A&M Consultant Co.,
Ltd.
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< Lao side >

Agriculture, MAF

Member Dr. Phanpradith PHANDALA
and Cooperation, Department of Agriculture, MAF

Member Mr. Hadsady SISOUVANH, Deputy Director, Administration Division,
Department of Agriculture, MAF

Member Mr. Vongsavanh VONGKAYSONE, Deputy Director, International
Cooperation Division, Department of Planning and Cooperation, MAF

Leader Mr. Khamtanh THADAVONG, Deputy Director General, Department of

, Director, Division of Planning

Period of Evaluation : 21 February 2016 to 5 March 2016

Type of Evaluation : Terminal Evaluation

3. Results of Evaluation

3-1 Achievements
(1) Outputs

Output 1: Strategic plan for national organic agriculture development is finalized.
[Indicator] JCC member reaches the consensus on the strategic plan in the Project JCC.

The Output 1 has been achieved.

The final draft of Strategic plan for national OA development (OA Strategy) was endorsed by JCC
members and approved by Director General of DOA officially which is treated as the approval at
Ministry’s level. Therefore, the current status is beyond the level of originally-planned. The approved

OA Strategy will be disseminated at the next step for the expansion.

Output 2 : CADC'’s capacity for promotion of organic agriculture is improved.
[Indicator] Number of CADC trainers who are capable of conducting TOT on organic agriculture is

increased by 8 persons (currently 4 persons).

The Output 2 has been achieved.

Based on the 5 criteria of Competency Evaluation Sheet (OA Knowledge, OA Technique, Marketing,
Management and Teaching Methodology) which was elaborated through series of discussions with
CADC, the Japanese Short-Term expert provided technical advices. The result of Competency
Evaluation showed the weaknesses in Teaching Methodology, Marketing and Management although
the level of OA Knowledge was relatively high. Japanese Long-Term Expert has been following up
those weak points through continuous trainings so that the level of competency was brought up at

present.

TOT materials (i.e. presentation slides, paper drama, posters) have also been produced among CADC
staff and such items were utilized for Trainings for Trainers (TOT) and On-The-Job Training (OJT)
held by CADC in order to bring up CADC staff for new OA trainers. The number of trainer who
passed the Competency Evaluation originally 4 at the commencement of LOAPP, finally increased
into 10 in 2015
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Output 3 : STD's capacity for promotion of organic agriculture is improved.

[Indicator 1] Standard Division has policy documents covering at least 70% of the topics required by
international norms (i.e. ISO17065) guiding the handling and conduct of the Lao
Certification Body (LCB) certification process.

[Indicator 2] Standard Division has policy documents covering at least 70% of the topics required by
international norms (i.e. ISO17065) guiding the handling and conduct of the Lao
Certification Body (LCB) certification process.

The Output 3 is expected to be almost achieved.

Standard Division had set policy documents covering all the topics (100% coverage) required by
international norms (ISO17065) through the advisory given by third-country lecturers and series of
discussion in workshops.

The level of inspectors was also gradually being improved through the series of training given by the
third-country lectures as well as the intern training organized by the Thailand’s accredit
organization (Organic Agriculture Certification Thailand : ACT). The result of Competency
Evaluation scored that number of inspectors capable enough to execute their inspection role had
increased to be 6 persons.

In addition, some inspectors are supposed to be accredited by ACT shortly.

(2) Project Purpose : Structure for promotion of organic agriculture is enhanced.

[Indicator 1] At least 50% of Provincial Agriculture and Forestry Office (PAFO)/District Agriculture
and Forestry Office (DAFO) officers (in-charge of crop) in the target areas pass an
understanding test on organic agriculture standard.

[Indicator 2] Period required for organic certification process (after receiving completed application to

notification) is no longer than 4 months.
The Project Purpose is expected to be achieved by the end of the Project.

As for the Indicator 1, more than 50% of PAFO/DAFO officers have passed through 2 times of
understanding tests on organic agriculture standard.

On the other hand, the Indicator 2 is yet to be achieved since the time consumption for certification
process is still 6.4 months, not less than 4 months. However, the Project has clarified the causes
of such time-consuming process (i.e. difficulty in arranging Board Meeting under every
representative’s busy schedule) and the countermeasures (i.e. setting the meeting by monthly
with enabling deputy personnel from each section for making decision) will be taken shortly.
Thus, it is expected the time consumption will be shorten less than 4 months at the end of the
Project.

3-2 Summary of Evaluation Results
(1) Relevance: High
Relevance to the development policies of Government of Lao PDR (GOL) :

In 2006, GOL set “Clean Agriculture” as the one of important national goal. In line with this, “MAF
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Agricultural Development Strategy 2011 to 2020 (final draft Sep. 2010) as well as “Strategic Plan for
National Agriculture Development 2025, Vision Towards 2030 (3rd draft, Sep 2015) showed that OA
can play a crucial role in supporting safe food production for consumers, sustainable production,
conservation of natural resources and opportunities to generate income for farmers. OA is deemed to
have a significant potential in the Lao PDR.

Relevance of target groups’ needs :
As the target groups of this Project which includes DOA officers (STD and CADC) and PAFO/DAFO
officers of the Vientiane Capital are all important players to promote OA, it is appropriate to

strengthen the basis and capacity development of those groups under LOAPP.
In addition, improvement of OA farm in CADC is to go along with the intention of the GOL which
promotes clean and value-added agriculture, and also seems to be a good demonstration /display farm

as well as basis on the new/appropriate techniques on OA.

Allocation of Counterpart Personnel (C/P) :

An appropriate number of C/P from appropriate sections is assigned to LOAPP with fulfilment in the
case of staff’s turning over. In addition, the contribution of Project Manager (current Director of
CADC) toward LOAPP is remarkable.

ODA policies of the Government of Japan (GOJ) :
“Country Assistance Policy for Lao PDR (2014)”, prepared by Ministry of Foreign Affairs (MOFA) of

GOJ sets the “Agricultural Development and Forest Conservations” as one of the priority

areas.“Country Assistance Implementation Plan for Lao PDR (2015)” drawn by JICA in line with the
MOFA policy placed the Project in the “Program for Agricultural and Rural Development and
Strengthening the Administration of Agriculture and Fisheries” in the focused area of “Agricultural
Development and Forest Conservation”. LOAPP has been formulated in line with such ODA policies
of GOJ as the one of strategy to increase the earnings of farmers who constitutes the majority of the

nation’s poor.

(2) Effectiveness: High
As the activities of the Project have been implemented as planned, it is expected that the Project is
likely to achieve the outputs. Thus, the Project Purpose is seemed achievable at the end of the Project.
In order to promote OA in the Lao PDR, the approaches for the institutional enhancement such as, the
capacity-building for CADC and STD, the formation of certification process in STD, as well as the
middle/long-range perspective activities and responsibilities clearly described in OA Strategy are all
essential. The Project has played an important role and made significant contribution in this respect.

(3) Efficiency: Relatively High
Most of the activities were implemented as planned although some of the indicators were yet to be
achieved as mentioned above. Therefore, the productivity of the Project referring to the input is
seemed almost appropriate.
Some good results in this Project regarding to efficient point of view include the proper selection of
the third country experts and engagement of local consultants. From the aspect of the
cost-effectiveness, those inputs are judged more efficient than the recruitment of resource personnel
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from Japan even though there were some difficulties in adjusting their trip schedule.
In view of promoting OA further in Laos, it is highly expected that more human and financial

resources from Lao side would be secured.

(4) Impacts: Moderate
1) Overall Goal : Structure for promotion of organic agriculture is functional.
[Indicator 1] More than 40 times of CADC trainings on OA for PAFO/DAFO technicians/farmer’s
groups/etc. are conducted after the project termination.
[Indicator 2] Number of cases that STD conducts organic inspection and certification to organic
farmers groups trained by CADC and PAFO/DAFO is increased by 4 times (currently 2

cases increased to 8 cases).

As for the Indicator 1, the number of the trainings on OA (for PAFO/DAFO technicians and farmer’s
groups) held by CADC during the last three years counted: 32 times (in 2013), 13 times (in 2014) and
16 times (in 2015) respectively. Based on such status and trend, it is not seemed possible to attain the
target level (“more than 40 times of CADC trainings”). At the time on commencement of the Project
in 2013, the number of training was “32 times”, therefore it was expected such increasing trend of
training, however, the target number included other trainings supported by other donors. After 2013,
the trend did not go beyond the level of 2013 since the donor-supported trainings were decreased. In
order to monitor the CADC’s capacity in conducting trainings, it is more appropriate to look at the
pure number of training held by CADC excluding donors’ support, similar to 2014 and 2015.
Therefore, the Team proposed to reset the target into “20 times” according to the status in 2014 and
2015.

As for the Indicator 2, the number of cases which STD newly inspected/certified during the last three
years counted: 3 cases (in 2013), 2 cases (in 2014) and 2 cases (in 2015), while the total cases
including renewal counted: 18 cases (in 2013), 12 cases (in 2014) and 11 cases (in 2015). Such status
shows that number of OA trainings which CADC/PAFO/DAFO conducted may not have direct
coincidence with the increase of new case in OA application and certification. It is therefore
appropriate to look at the total number of cases (new and renewal cases) in order to grasp the real
trend of OA inspection/certification rather the than focusing only upon new cases. Based on such idea,
the Team proposed to reset the objective of the indicator into “Cases including not only new
application but also renewal of certification” and its target level to be “increased by 10% year by

year”.

As above mentioned, it is hardly able to measure the progress of the Project appropriately under the
current indicators. However, with the modifications of these 2 indicators as the Team proposed, it is
deemed that Overall Goal will be attained.

2) Knock-on Effect
New sales channel in Vientiane Capital (Opening permanent shop, “Organic Home”) :

The permanent shop, which is scheduled to open in April 2016, is expected to play important roles as:
a permanent shop for farmers to sell their OA products, a place to deliver information on OA toward
citizens, and a bridge to promote access between producers and consumers.
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Rising OA farmers’ awareness in management :

The basic trainings to the OA farmer’s groups, such as shop management and accounting, were
provided by the Project. The farmer’s groups become more conscious about their farm management
and marketing.

Enhanced utilization of CADC demonstration farm :

Through setting up/renovation of facilities in CADC and also providing trainings for the officers, it
expanded experimental cultivation and applied new techniques in the demonstration farm.
Furthermore, the CADC is now becoming a good learning center of OA for young agricultural

students who are expected to be future’s key players for OA promotion in Laos.

Negative effect :

There is no particular negative effect.
However, a wider scope of view will be needed for the further expansion of the benefit of OA not
ending up with reinforcement of institutional system at government level but also stepping more

toward farmers’ level as well as customer’s level (including consumer, private sector and tourist, etc.)

(5) Sustainability: Expected to be relatively high
Policy aspect :
Priority of the clean agriculture including OA is quite high in the agriculture development strategy
plan to 2025, and also GOL is expected to take actions for the further improvement of OA within the
framework of OA strategy established by LOAPP.

Institutional aspect :

Based on strong policy of GOL to promote OA, there is the clear department structure such as STD
and CADC within DOA/MAF. Those department and centers have mandate to provide quality service
according to the needs of farmer’s groups and enterprises who apply for the certification of OA as well
as technical guidance and OA training.

Technical aspect :

The C/Ps of LOAPP have gained knowledge and practical skills on OA. Thus, it is expected that such
trained C/Ps shall undertake their duties in their offices and transfer outputs of the Project as trainers
to other staffs including PAFO/DAFO.

Financial aspect :

In accordance with the importance of OA and official endorsement of OA strategy, MAF has a plan to
secure financial resources for OA. On the other hand, the Project was sometime constrained by the
budget allocation by GOL. Such as delay of financial allocation is a nation-wide issue to take heed in
carrying out a project.

In view of sustainable field activities, the Team appreciates that CADC manages their revenue such as
sales of OA products, as a temporary fund until the allocation of official budget, for the daily

operation, maintenance of farmland and facilities as well as conducting trainings.
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3-3 Factors that Promoted Realization of Effects

(1) Factors Concerning to Planning
Initially, LOAPP had been focusing mainly upon the government’ institutional strengthening. At the
stage of Mid-Term Consultation, Japanese Mission Team suggested the Project to look further into
farmers’ needs. In response, LOAPP decided to provide the other supports such as the establishment of
permanent OA shop, “Organic Home”, for the farmers to learn market activities. Such approaches
corresponding to farmers’ needs promoted positive knock-on effect of the Project.

(2) Factors Concerning to the Implementation Process

The C/Ps took strong commitment specially in the following points:

1) Delay of some activities such as formation of OA strategy and improving CADC’s demonstration
farm were reeled up for the completion within the timeframe. (Contribution factor for effectiveness)

2) Establishment of “Strategy team” was initiated by STD so that OA strategy was completed
successfully. (Contribution factor for sustainability)

3) OA experiments and variety of trainings on CADC’s demonstration farm were conducted under the
ownership of staff members. (Contribution factor for sustainability)

3-4 Factors that Inhibited Realization of Effects

(1) Factors Concerning to Planning
Due to the fact that the promotion of OA was not always reflecting to the increase of new cases of OA
application/certification, the impact of the Project was not clearly shown in the indicator of Overall
Goal. The revision of the indicator as suggested by the Team will provide clearer information for
grasping the status of OA application/certification.

(2) Factors Concerning to the Implementation Process

1) OA staffs’ turning over in CADC gave negative effect to the capacity building of OA trainers’ team.
However, it was recovered through senior staff’s internal mini-trainings for bringing up young staff
as well as sufficient occasions of OJT for preserving the trainers’ team work.

2) High-ranking officers’ heavy schedule was the obstacle in arranging the Certification Committee
Meeting that prolonged the time consumption of OA certification process. As the countermeasure,
new rule for the meeting is set and will be taken shortly. Under the new rule, it enables other
officers to attend the Meeting as the substitute attorney for decision-makers so that burden in
arranging the Meeting would be mitigated.

3-5 Conclusion
The activities of the Project have mostly been implemented well. Although some indicator shows delay
in progress, it is seemed that the Project Purpose will be achieved at the end of its cooperation period
since the countermeasures will be taken shortly. Thus, it is concluded that the Project will be
terminated in September 2016 as originally stipulated in the R/D.

3-6 Recommendations

(1) Future course of actions
All necessary activities after the Terminal Evaluation were summarized in the table. Specially, the
activities which should be treated after the termination of the Project are shown below:
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Output 1 Initiate to implement the activities along with OA Strategy
Follow up progress of the OA Strategy/Road map and monitor the activities
Improve/revise the OA Strategy

Output 2 Develop TOT curriculum and training materials by CADC (advanced level)
Strengthen the TOT activities of CADC to PAFO/DAFO staff to develop OA trainers
Establish OA markets in target provinces

Output 3 Discuss the means to delegate the inspection activities to PAFO in the Provinces
Get equivalency of LCB with some international norms
Continue training for officers to be entitled as inspectors for foreign certification

system

(2) Revision of PDM and P/O
The Team recommends the contents of PDM shall be revised with the following findings and

considerations.

1) Clarification of activities

The Project has supported several facilities such as warehouse, packinghouse, greenhouse, and
Organic Home (permanent OA market), which should be indicated in PDM for the clarification of the
necessities of those facilities established. Therefore, two activities should be appeared under Output 2

as shown below.

2-2) Set up/renovate necessary facilities in CADC for training and demonstration (warehouse,

packinghouse, greenhouse, etc.)

2-10) Support farmers’ groups / farmers for marketing activities (permanent OA market, etc.)

2) Modification of Indicators for Overall Goal
Two indicators for Overall Goal are considered too ambitious and inappropriate. It is recommended

therefore to make following modifications for both indicators.

Indicator 1:

More than 40 times of CADC trainings on OA for PAFO/DAFO technicians/farmer’s

Present . o
groups/etc. are conducted after the project termination.

More than 20 times of farmer’s training on OA by CADC and PAFO/DAFO are

Revised ) o
conducted annually after the project termination.

Indicator 2:

Number of cases that Standard Division conducts organic inspection and certification to
Present organic farmers groups trained by CADC and PAFO/DAFO is increased by 4 times

(currently 2 cases increased to 8 cases).

Number of cases™* that Standard Division conducts organic inspection and certification to

Revised organic farmers groups increased by 10% year by year.

(* Cases including not only new application but also renewal of certification)
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(3) Supports for Organic Home
While the Organic Home will be managed by the Vientiane Organic Agriculture Production Group
(VOAPG), constant supports by PAFO are crucial for further continuation and sound management.
The supports provided by Japanese side should be limited only to technical advice and practical
training. Once the building and facilities have been completed, operational cost shall be taken by
VOAPG.
In view of promoting OA and people’s awareness, the Team proposes that MAF provides VOAPG
with trainings for ICS, inspection/certification, promotion activity, and so on.

(4) Interaction among stakeholders
Through interviews and meetings, the Team found the gap among voices of stakeholders. For instance,
farmers are expecting CADC/PAFO to provide them technical advices, while CADC/PAFO are
recognizing that farmers send no request. In order to grasp the potential and changing needs of
farmer’s, DOA/CADC and PAFO/DAFO, as service providers, are expected to clarify what can be
provided for farmer’s groups/ farmers and to disseminate such information widely. Frequent occasions

for making interactive communication with farmer’s group/ farmers are needed.

3-7 Lessons Learnt

(1) Framework of Project
“Technical Cooperation Project” cannot be always formulated at the planning stage with sufficient
information from key informants including farmers. Therefore, in the process of project
implementation, the project should consider the measures to address the real needs of farmers. For
example, a project as well as LOAPP aiming at strengthening promotion method or institutional
system should require continual awareness onto farmers as ultimate beneficiaries to see if such
project’s approaches are really corresponding to farmers’ need which is an income growth through

technical improvement in farming.

(2) Utilization of Resource person and training center in the region
Utilization of resources from neighboring countries or local personnel is worthwhile because of
similarity in culture, language and surrounding situation. In addition, the procedure of assignment is

not relatively time consuming in comparison with the assignment of the expert from Japan.

In addition, time consumption for the assignment takes shorter time rather than the personnel assigned
from Japan. Moreover, there are several training centers for practicing OA in Thailand where foreign
trainees can be accepted. Because of the similarity in language, their training style and topics as well
as cost-effectiveness, sending trainees to Thailand may be quite beneficial for Lao personnel,

especially for farmer’s level.
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MINUTES OF MEETINGS
BETWEEN
THE JAPANESE TERMINAL EVALUATION TEAM
JAPAN INTERNATIONAL COOPERATION AGENCY
AND
THE LAO TERMINAL EVALUATION TEAM
MINISTRY OF AGRICULTURE AND FORESTRY
THE GOVERNMENT OF LAO PEOPLE’S DEMOCRATIC REPUBLIC
ON
THE JAPANESE TECHNICAL COOPERATION
| FOR
LAO ORGANIC AGRICULTURE PROMOTION PROJECT (LOAPP)

The Japanese Terminal Evaluation Team headed by Mr. Masanobu KIYOKA, the Senior
Advisor of Japan International Cooperation Agency (hereinafter referred to as “JICA”) and
the Lao Terminal Evaluation Team headed by Mr. Khamtanh THADAVONG, Deputy Director
General, Department of Agriculture of the Ministry of Agriculture and Forestry (hereinafter
referred to as “MATF”™), organized the Joint Terminal Evaluation Team (hereinafter referred to
as “the Team™) of the technical cooperation project, Lac Organic Agriculture Promotion
Project (hereinafter referred to as “LOAPP”).

Through the Terminal Evaluation, the Team had a series of discussions for the purpose of
clarifying the achievement and lessons learned of the Project. The Team prepared the Joint
Terminal Evaluation Report (hereinafter referred to as "the Report") as attached, and
presented it at the Joint Coordinating Committee held on March 4, 2016.

As a result of the discussions, both the JICA and MAF reached common understanding and
agreed upon the matters referred to in the Report.

Vientiane, March 4, 2016

e

Mr. MaSantbu KIYOKA Mr. Khamtanh THADAVONG

Senior Advisor Deputy Director General

Japan International Cooperation Agency Department of Agriculture

Japan Ministry of Agriculture and Forestry
Lao PDR



JOINT TERMINAL EVALUATION REPORT
ON
TECHNICAL COOPERATION FOR LAO ORGANIC AGRICULTURE
PROMOTION PROJECT (LOAPP) '

Vientiane

March 4, 2016



Contents

1. Introduction.

1.1 Purpose of the Terminal Evaluation ...t

1.2 Members of the Joint Terminal Evaluadion. . ..ooeeirircinnncericcicncnosonnsermesrensrsones

1.3 Process and VEtHOUS oo ireeieieriiivsseeiiieeecasssisosssnsestssrernraeressasssesisensssuvsssberssnnsnsesnoncassorsanarsnss

2. Outline of the Project..ccvvvceessccirernncnn

3. Accomplishment of the Project.........

¢san0e

3.1 ACHIAL INPULS 1ot bbb e b
3.2 Accomplishment of ACHVItIES ..ot

3.3 Achievement of Outputs, Project Purpose and Overall goal (prospect) ...........cocevnvnnn.

¢

3.4 Project Implementation Process........coo.eue. everesrrerranese ot neenareias reereenes

4, Evaluation by Five Criteria . .

4.1 Relevance..............
. ectiveness .......

4.3 Efficiency

4.4 Impacts..........* ................ T S PR

B

W W W e 00 ~d -1 e W A~ B &

»

sassess

11
11
w12

e 12

.
5. Conclusion resssessansensersssrvastossernrnsrresnsrasns L3

6. Recommendations and Lessons learnt vessseunsaomsurennssnasss L

"

6.2 Lessons learnt........

14
W17



ACT
CADC
C/p
DAEC
DAFO
DDG
DOA
DOPC
EOJ
GAP
GOJ
GOL
ICS
18O
IcC
JFY
JICA
Lac PDR
LCB
LOAPP
MAF
M/M
MOFA
OA
ODA
PAFO
PDM
PKZ
P/O
PVP
R/D
STD
TIEP
TOT
USD
VOAPG

n

ABBREVIATIONS AND ACRONYMS

Organic Agriculture Certification Thailand
Clean Agriculture Development Center
Counterpart Personnel

Department of Agricultural Extension and Cooperatives
District Agriculture and Forestry Office
Deputy Director General

Department of Agriculture

Department of Planning and Cooperation
Embassy of Japan

Good Agricultural Practice

The Government of Japan

The Government of Lao PDR

Internal Control System

International Organization for Standardization
Joint Coordinating Committee

Japanese Fiscal Year

Japan International Cooperation Agency
Lao People’s Democratic Republic

Lao Certification Body

Lao Organic Agriculture Promotion Project
Ministry of Agriculture and Forestry
Minutes of Meeting

Ministry of Foreign Affairs

Organic Agriculture

Official Development Assistance
Provincial Agriculture and Forestry Office
Project Design Matrix

Pakse

Plan of Operation

Plant Variety Protection

Record of Discussions

Standard Division

Technical Information Exchanging Programme
Training for Trainers

United States Dollar

Vientiane Organic Agriculture Production Group



List of ANNEX

Annex 1 : Schedule for Terminal Evaluation on LOAPP

Annex 2 : Project Design Matrix (PDM: Version 2}

Annex 3 : Plan of Operation (P/O: Version 2)

Anmnex 4 : List of Input

Annex 5 : Status of training, workshop, etc (+ Definition of training, seminar and workshop)
Annex 6 : List of Products

Annex 7 : Summary of achievement level of Output & Project Purpose/Overall goal
Amnex 8 : Detailed description of project implementation process

Annex 9 : Project Implementation Structure V

Annex 10 : PDM: Version 3

Annex 11 : P/O: Version 3

(Exchange Rates)

LAK=IPY

JFY LAK JPY
JFY2013 LAK1= JPY0.012
JFY2014 LAK1= IPY0.014
JFY2015 LAKI= JPY0.015

Source: JICA exchange rate

USD&LAK

JFY USsD LAK
JFY2013 UsD1= LAK7,852.10
JFY2014 USDi= LAK7,920.62
JFY2015 USDI= LAK7,997.05

Source; Exchange rate from website, compiled from leading market-data contributors



1. Introduction

Lao Organic Agriculture Promotion Project (LOAPP) (hereinafter referred as to “the
Project”) has been implemented since September 2013 in cooperation with JICA and will
complete its three-year activities in September 2016.

This is the time for the Terminal Evaluation of the Project. Effective and successful joint
Lao-Japan evaluation exercise is subject to an appropriate design and schedule as well as to the
close discussions among stakeholders on the scope and key issues in the evaluation which takes

the current situation and the characteristics of the Project into account.

1.1 Purpose of the Terminal Evaluation

Purpose of the Terminal Evaluation was as follows:

(1) To review the achievement and implementation process of the Project according to the
Project Design Matrix (hereinafter referred to as the “PDM™),

(2) To evaluate the Project according to the five evaluation criteria (Relevance, Effectiveness,
Efficiency, Impact and Sustainability),

(3) To discuss the plan and issues for the remaining Project period,

(4) To draw lessons learned from the Project by identifying the promoting and impeding factors
of achievements of the Project, and

(5) To present the evaluation result in a form of a joint evaluation report.

1.2 Members of the Joint Terminal Evaluation

The Joint Terminal Evaluation Team (hereinafter referred to as “the Team”) consists of the
following members:

(1) Lao Government Side

Name Title Position in the Team
Mr. Khamtanh Deputy Director General,
THADAVONG | Department of Agriculture, MAF Team Leader
Dr. Phanpradith Director, Division of Planning and Cooperation, Member
PHANDALA Department of Agriculture, MAF
Mr. Hadsady Deputy Director, Administration Division, Member
SISOUVANH Department of Agriculture, MAF
Mr. Vongsavanh Deputy Director, International Cooperation Division,
VONGKAYSONE | Department of Planning and Cooperation, MAF Menber




(2) JICA side

. Name . Title | Position in the Team
Mr, Masanobu KIYOKA Senior Advisor, JICA Team Leader
. . . . Member
Mr. Takashi SEO JICA Agricultural Policy Advisor. MAF (Agricultural Policy)

Team 1 Special Advisor, Agricultural &

Mr. Kazuhiro OTSUKI Rural Development Group 1, Rural (Plan 'nM {;‘5;1;)31‘ ement)
Development Department, JICA fung Manag
Mr. Akira MATSUMOTO | President, A&M Consultant Co., Ltd. Member .
{Evaluation & Analysis)

1.3 Process and Methods

(1) Process of the Joint Terminal Evaluation
The Joint Terminal Evaluation was implemented in two steps as follows:
1) Step 1: Preliminary survey by a member of JICA side
Based on the progress and achievement of the Project compiled by the Project staff, the
Project was evaluated preliminary through interviews with the Lao counterpart personnel,
Japanese experts and the Project beneficiaries using questionnaires and field investigation of the
Project sites. The survey was implemented by a member of JICA side who was responsible for
Evaluation Analysis in cooperation with JICA Laos Office.
2} Step 2: Joint evaluation survey
Taking into account the outcomes of the above step, the Team carried out further field
investigation in the Project sites and series of discussion for adequate evaluation of the Project.
The Team summarized the whole results in the Joint Evaluation Report (this report) for mutual
understandings.
The Japanese members of the Joint Evaluation Team were dispatched on February 21 2016.
Detailed schedule is shown in ANNEX 1.

(2) Evaluation Criteria

The Terminal Evaluation survey was carried out following JICA’s Project Evaluation

Guideline and the five evaluation criteria, which are explained below.

1) Relevance
Relevance refers to the validity of the Project Purpose and the Overall Goal in
connection with the development policy of Lao PDR as well as the needs of
beneficiaries.

2) Effectiveness
Effectiveness refers to the extent to which the expected benefits of the Project have been

achieved as planned. It also examines whether these benefits have been brought about as



aresult of the Project.

3} Efficiency
Efficiency refers to the productivity of the implementation process. It examines whether
the inputs of the Project have been efficiently converted into Qutputs.

4) Impact
Impact refers to direct and indirect, positive and negative impacts caused by the
implementation of the Project, including the extent to which the Overall Goal has been
attained.

5) Sustainability
Sustainability refers to the extent to which the Project can be further developed by Lao
PDR, and the extent to which the benefits generated by the Project can be sustained

under the national policies, technology, systems and financial state.

(3) PDM and P/O used for the Review
The Team conducted evaluation referring to the current version PDM (Version 2) and P/O
that are shown in ANNEX 2 and ANNEX 3.

2. Outline of the Project

(1) Background

The Ministry of Agriculture and Forestry (MAF) is promoting commercial production in the
7th MAF Five Year Plan (2011-2015). In Lao PDR, it is described that organic agriculture (OA)
has high potential for commercial production because pesticide and chemical fertilizer have not
been widely applied in conventional farming.

With such preferable environmental condition for organic farming, the concept “sustainable
agriculture and organic farming” was introduced in MAF since late 1990s, and sustainable
farming technologies were incorporated into various training programs for farmers. The project
aimed at creating an enabling framework and conditions for organic agriculture by supporting the
production of organic products, and promoting their sale on the domestic market, and the
development of regional and international markets, and the project was terminated in 2011.
Although the project had set up the structure for promoting organic agriculture, inspection for
certification on the organic agriculture by the accreditation body and the extension system is yet
to be fully functional due to insufficiency of practical knowledge on OA and human resources.
Hence, quality of organic products is still low and is vet to meet the demands of market. In
addition, as practical plan of promotion of CA, DOA is going to develop national organic
program. : _

Based on above background, JICA Technical cooperation project “Lao Organic Agricuiture



Promotion Project (LOAPP)” was formulated aiming to strengthen the capacity of Department of
Agriculture (DOA) officers on promotion of organic agriculture for increasing farmers’ income.

LOAPP has been implemented since September 2013 and will complete its three-year
activities in September 2016. In order to make the best use of the last half-year-period of LOAPP,
and to prepare for transferring the whole project activities to the Government of Lao PDR (GOL)
after the completion of LOAPP, the Terminal Evaluation was conducted with the joint members
consisting of both Lac and Japanese sides.

(2) Overall goal
Structure for promotion of organic agriculture is functional.
(3) Project purpose
Structure for promotion of organic agriculture is enhanced.
(4) Outpuis
e Qutput 1: Strategic plan for national organic agriculture development is finalized.
e Qutput 2: CADC’s capacity for promotion of organic agriculture is improved.

» Qutput 3: Standard Division's capacity for promotion of organic agriculture is improved.

3. Accomplishment of the Project

Accomplishment of the Project was examined in terms of Inputs, Activities, Outputs and
Project Purpose, as specified in the Record of Discussion of the Project, PDM, and P/O. The

results are summarized in this chapter.

3.1 Actual Inputs

(1) From JICA side
The following items were the actual inputs from JICA to support the Project implementation.
The details are smnmarized in ANNEX 4 (List of Input).

1) Assignment of experts

Three (3) long-term experts and three (3) short-term experts in total have been assigned by
the time of the final evaluation study. In addition, ten (10) third country experts (from
Malaysia and Thailand) as seminar lecturers in short-term have been assigned in total and
local consultants for various activities such as market analysis survey were assigned.

2) Counterpart training (in Japan)

Two (2) times of training in Japan for C/Ps has been organized and a total of 20 officers

have participated. In addition, Technical Information Exchanging Programme (TIEP) in the



third country (Thailand) for C/Ps have been organized and a total of 13 officers have
participated.

3) Financial support for local costs

A total amount of USD 291,000 has been spent until the present (JFY 2015).

4) Provision of equipment

Technical equipment (USD 153,000) has been procured and provided, and the renovation
and construction (USD 230,000) of the Project facilities has been implemented by JICA.

(2) From Lao side
On the other hand, actual inputs from GOL were as follows. Details are shown in ANNEX 4
(List of Input).

1) Assignment of Lao counterpart personnel

In total, 23 officers has been appointed from Lao Government offices as the C/P personnel
of the Project: 12 officers from DOA/ /Standard Division (STD); 7 from CADC; and 4
from provincial levels in Vientiane Capital.

2) Office space and facilities for the Project

Offices for the project have been secured by the GOL in a building of DOPC and at CADC
in Vientiane. Utilities for the offices such as water and electricity have been provided by
the GOL.

3) Expenditure of local cost (October 2012 - September 2016)

A total amount of 919 million Kip has been allocated from Lao side (STD, CADC and
PAFO Office).

3.2 Accomplishment of Activities

According to the implementation plan of the Project described in the P/O, the Project
activities (from Output 1 to Quiput 3) are scheduled to be undertaken by the Project team. The
various training, workshop and seminar undertaken by the Project are shown in ANNEX 5. And
ANNEX 6 has sumumarized the list of Project products.

3.3 Achievement of Qutputs, Project Purpose and Overall goal (prospect)

As mentioned above, since the Project has carried out various activities for achieving
Qutput 1, 2, and 3 by the time of the terminal evaluation, the results of examination of the
achievement level of three outputs are summarized below.

In general, most of activities in outpﬁts have been impiemeﬁted as planned, and those

outputs have been achieved by the time of the terminal evaluation from the viewpoint of



indicators defined in the PDM. Therefore, most of the outputs are expected to be achieved by
the end of the Project.
The summary of achievement level of each output as well as achievement of Project

Purpose / Overall goal (prospect) are attached in Annex 7.

3.4 Project Implementation Process

The detail description of project implementation process is attached in Annex 8.
(1) Implementation structure and monitoring system

The Project activities have been monitored and managed by the P/O which stipulates the
timing and responsible bodies of each activity. And the Project developed the annual plan of
activities with each C/P before starting of the new fiscal year. The annual activities have been
monitored and coordinated by P/O or a similar format. The daily activities have been discussed
at the regular meeting. The minutes of the regular meetings have been made and circulated
among all C/Ps every time.

The current implementation structure of the Project is shown in Annex 9.
(2) Technical Transfer

The technical transfer has been conducted by the JICA experts including Japanese and the

third country short-term experts to specific issues, as well as local consultants.

4, Lvaluation by Five Criteria

4.1 Relevance; High

The relevance of the Project was regarded high when the Project was formulated, and
continues to be high even at this terminal evaluation stage for the following reasons (relevance
to the policies and the local needs, and is consistent with the cooperation policy of the Japanese

Government).

(1) Relevance to the development policies of GOL

The direction of the Project is in line with the national priorities of GOL as there has not been
any major change in national strategy and policy of Lao government for QA within the
framework of Clean Agriculture which the GOL has been emphasizing,
Within the national framework (“MAF Agricultural Development Strategy 2011 to 2020%, final
draft Sep. 2010 as weli as “Strategic Plan for National Organic Agriculture Development 2025,
Vision Towards 20307, 3 draft, Sep 2015), OA is mentioned as part of the “New Agriculture”



trend and as a promising agricultural strategy for economically lagging areas away from the
Mekong corridor, that is free from heavy use of chemicals and therefore have an advantage in
obtaining organic certification. According to the “Agricuitural Development Strategy 20207,
supporting the development of certified OA offers an alternative set of trading standards to
mainstream commodity markets that can improve the environmental and social performance of
agriculture. It offers an opportunity for resource poor farmers to be an integral part of export
value chains.

Thus, Lao PDR considers clean agriculture production an important policy goal. In support of
this aim, OA can play a crucial role in supporting safe food production for consumers,
sustainable production, conservation of natural resources and opportunities to generate income

for farmers. OA is deemed to have significant potential in the Lao PDR.

(2) Relevance of target groups’ needs

The target groups of this Project include DOA officers (STD and CADC) and PAFO/DAFO
officers of the Vientiane Capital.

To promote OA in Laos, technical advice and internal control are a crucial and necessary
element for ensuring the functioning of the OA initiative. It therefore seems appropriate and
neceséary to strengthen the capacity of the inspection/training officers in order to support
well-functioning of farmer organization.

In addition, improvement of OA farm in CADC is to go along the intention of the GOL which
promotes clean and value-added agriculture, and also seems to be a good demonstration /display

farm as well as basis on the new/appropriate techniques on OA.

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

“Country Assistance Policy for Lao PDR (2014)”, prepared by Ministry of Foreign Affairs
(MOFA) of GOJ sets the “Agricultural Development and Forest Conservations” as one of the
priority areas, and Japan provides assistance to increase productivity with irrigated agriculture
and promote the cultivation of commercial crops with the aims of achieving stable economic
growth in Lao PDR and narrowing gaps between the urban and the rural areas generated by
economic growth. It does so by enhancing the agricultural sector, a key industry in Lao PDR,
and seeking to increase the earnings of farmers who constitute the majority of the nation’s poor.

“Country Assistance Implementation Plan for Lao PDR (2015)” prepared by JICA in line
with the MOFA policy placed the LOAPP Project in the “Program for Agricultural and Rural
Development and Strengthening the Administration of Agriculture and Fisheries” in the focused
area of “Agricultural Development and Forest Conservation”. The Project has been formulated

in line with such ODA policies of GOJ.

"



4.2 Effectiveness: High
(1) Prospect for achievement of the Project Purpose

As discussed in chapter 3, most of the activities of the Project have been implemented as
planned. As a result, it is expected that the Project is likely to achieve the outputs. Thus, it is
anticipated that the structure for promotion of OA would be enhanced substantially by attaining
indicators defined in the PDM by the end of the Project.

The institutional structure within governmental organization responsible for OA is
strengthened and OA gradually spreads in Laos particularly in the Vientiane Capital and its
surrounding. The Project has played an important role and made significant contribution in this

respect,

(2) Effects of important assumptions and unexpected factors to the Project Purpose
According to the individual/group interviews and questionnaire results conducted during the
Terminal evaluation, the following factors were observed as contributing and hindering factors

for achieving the Project Outputs and the Project Purpose.

< Hindering factors>
Two (2) factors of personnel management are identified as hindering factors;
< Transfer of trainees from OA section to outside
< Unavailability of high ranking officers due to their heavy schedule
In addition, there have been delay of some project activities due to time consuming process of

procurement of the equipment.

< Contributing factors>

The C/Ps took strong commitment to produce outputs including the OA strategy and in the
case of CADC, it showed strong leadership to develop and enlarge its OA demonstration farm.

For example the “Strategy team” (taskforce members) of the OA strategy was formed in DOA,
and as a result, the OA strategy has been finally formulated by their own initiatives through
public hearing in three parts of Laos with the technical advice and financial support from the
Project.

In case of CADC, it carried out OA experiments and the variety of trainings on its

demonstration farm under the ownership of its staffs.

4.3 Efficiency: Relatively High
Most of the activities were implemented as planned although some of the activities were

delayed as pointed out in the previous section. Therefore, the efficiency is judged relatively

Ny



high.

Some of the good results in this Project regarding to efficient point view include the proper
allocation of counterparts, dispatch of the third country experts, and engagement of local
consultants. Those inputs are judged adequate from the aspect of the cost-effectiveness and level
of competency of the recruited personnel.

In view of promoting OA further in Laos, it is expected that more human and financial

resources from Lao side should be secured,

4.4 Impacts: Moderate
Several impacts have been recognized although the most activities of project were limited to
capacity building of public sector and the implementation period of the Project was limited only

three years,

<Permanent place of new market of organic farm products by construction of OA store in the
Vientiane Capital>

The OA farmer’s group members have a strong desire to establish permanent OA market
because the OA products have been sold at only temporary facilities.

After the opening of the permanent OA market named "Organic Home", the place is secured
for the farmers to regularly sell their OA products. The Organic Home is also expected to
provide further opportunities for interaction between consumers and producers as well as to

create people’s awareness on OA.

<Improvement of the managerial capacity of the farmer’s group>
The basic trainings to the OA farmer’s groups, such as shop management and accounting, were
provided by the Project. The farmer’s groups become more conscicus about their farm

management and marketing.

<Enhanced utilization of CADC demonstration farm>

Through setting up/renovation of facilities in CADC and also providing trainings for the
officers, it expanded experimental cultivation and applied new techniques in the CADC
demonstration farm.

Furthermore, the CADC is now becoming a good learning centre of OA. for young agricultural

students who are expected to be future key players for OA promotion in Laos.

4.5 Sustainability: Expected to be relatively high
‘ Although it is premature to assess “sustainability” of the Project, the prospective sustainability

would be regarded as follows, based on the results of discussion during the Joint Terminal

v



Evaluation Study.

(1) Policy aspect
Priority of the clean agriculture including OA is quite high in the agriculture development
strategy plan to 2025, and also GOL is expected to take action for the further improvement of

OA within the framework of “Strategic Plan for National Organic Agriculture Development”.

(2) Institutional aspect

Based on strong policy of GOL to promote OA, there is the clear department structure such as
STD and CADC within DOA/MAF. Those department and centre have mandate to provide
quality service according to the needs of farmer’s groups and enterprises who apply for the

certification of OA as well as technical guidance and OA training.

(3) Technical aspect
The C/Ps of the Project have gained knowledge and practical skills on OA. Thus, it is expected

that such trained C/Ps shall undertake their duties in their offices and transfer outputs of the
Project to other staffs including PAFO/DAFO.

(4) Financial aspect

The Project faced financial constraints during implementation period. In accordance with the
importance of OA and official endorsement of OA strategy, MAF has a plan to secure financial
resources for OA.

From the viewpoint of sustainable field activities, the Team appreciates that CADC has been
utilising their technical revenue such as sales of OA products in order to operate and maintain

their farm and facilities.

5. Conclusion

As a result of series of meetings, interviews and field surveys, it is found that most of the
project activities have been completed and produced valuable achievements. The Project has
successfully been implemented and will mostly achieve its outputs by the end of the Project
period. Prospect of achieving the Project purpose is evaluated as high, thus, it is concluded that
the Project will be terminated in September 2016 as stipulated in the R/D.

In terms of five criteria as stated chapter 4, the Project has high relevance and effectiveness.
The Project has achieved considerably positive results on OA in Lao PDR through the



infrastructure development and capacity building. The Project was efficiently implemented in
general, With these reasons, the Team concludes that the Project is managed well to achzeve its
purpose. The important considerations has summarized below:

(i) Strategic plan for national OA development has been approved by DOA officially.

(ii) More than the target number of CADC staff have been brought up to be trainers who are
capable of conducting TOT on OA.

(iif) Standard Division had covered all the topics required by international norms by the set of
policy documents.

(iv) Number of inspectors capable enough to execute their inspection role had increased through
the series of training. In addition, some inspectors are supposed to be aceredited by Organic
Agriculture Certification Thailand (ACT).

(v) Most of PAFO/DAFO officers in charge of crop in the target areas have passed the
understanding test on OA standards.

(vi) Although the period required for organic certification process (starting from receiving
application until granting approval) is not reaching the target level (4 months or less) yet, the
counter measures are being taken with the expected outcome shorter than 4 months.

6. Recommendations and Lessons learnt

The Team has made the following recommendations and lessons learnt based on the results of
the Evaluation.

6.1 Recommendations

(1) Future course of actions
Several activities are to be sustained even after the closure of the Project while some
activities are expected to accomplish within the Project period. Therefore, those activities

are categorized into three different timeframes as shown in the table below:

Category Output 1 Qutput 2 Output 3
1. Activities to Finalize the Strategic Plan | Conduct IPM training and Stxengthen the
be with approval of MAF develop TOT curriculum | certification system in
accomplished and training materials accordance with ISO/IEC
within the with CADC staff 17065
Project period (intermediate level)
Print necessary copies of | Formulate training Launch the
the Strategic Plan program for farmers by countermeasures, such as
PAFO/DAFO with CADC | frequent holding of
staff and conduct trainings | Certification Committee
to farmers (based on and implementing Quality




farmers’ needs) as an OJT
for CADC/PAFO/DAFO

Manual/Standard
Operating Procedures, to

staff (basic level) shorten the inspection
) period
Set up a steering Build capacity of farmer's | Hold Workshep at DOA
comumnittee to decide the group/PAFO on the for revising the CA
implementation plan and | management of Organic Standard
responsible persons Home
Conduct field trainings of
the inspectors
2. Activities to | Develop a roadmap of the | Conduct trainings fo Monitor the progresses of
be continued | Strategic Plan with PAFO/DAFO staff shortening the
by the effort | specific indications of the | (intermediate level) and certification period
of Lao side organizations in charge conduct trainings to
and allocation of the respective farmer’s
budget group/farmers
Hold a dissemination WS~ | Assist PAFO/DAFO to Hold public hearings to
to discuss the Strategic plan/conduet trainings to | improve the OA Standard
Plan and the Road farmers with CADC staff
map/annual work plan
Plan to establish Build capacity of CADC | Continue to develop the
nationwide “OA as a national learning capacities of inspectors to
asgociation” for center for OA technology | be registered as ACT
promotion of OA inspectors
{multi-stakeholder
network)

1 3. Activities
based on
long-range
perspective
for further
improvement

Initiate to implement the
activities

Develop TOT curriculum
and training materials by

Discuss the means to
delegate the inspection

CADC {advanced level) activities to PAFQ in the
Provinces

Follow up progress of the | Strengthen the TOT Get equivalency of LCB
Strategic Plan/Road map | activities of CADC to with some international
and monitor the activities | PAFO/DAFO staffto nOrms

develop OA trainers
Improve/frevise the Establish OA markets in Continue training for
Strategic Plan target provinces officers to be entitled as

inspectors for foreign
certification system

(2) Revision of PDM and P/O
The Team recommends the contents of PDM shall be revised with the following findings

and considerations.

i) Clarification of activities

The Project has supported several facilities such as warehouse, packinghouse, greenhouse,

and Organic Home (permanent OA market), which should be indicated in PDM for the

clarification of the necessities of those facilities established. Therefore, two activities should

be appeared under Qutput 2 as shown below.




2-2) Set up/renovate necessary facilities in CADC for training and demonstration
{warehouse, packinghouse, greenhouse, etc.)

2-10) Support farmers’ groups / farmers for marketing activities
(permanent OA market, etc.)

ii) Modification of Indicators for Overall Goal
With reference to the Annex 7, two indicators for Overall Goal are considered too
ambitious and inappropriate. It is recommended therefore to make following modifications

for both indicators.

Indicator 1:

More than 40 times of CADC trainings on OA for PAFO/DAFO

Present technicians/farmer’s groups/etc. are conducted after the project termination.
. More than 20 times of farmer’s training on OA by CADC and PAFO/DAFO
Revised . =
are conducted annually after the project termination.
Indicator 2:

Number of cases that Standard Division conducts organic inspection and
Present | certification to organic farmers groups trained by CADC and PAFO/DAFO is
increased by 4 times (currently 2 cases increased to § cases).

Number of cases* that Standard Division conducts organic inspection and
Revised | certification to organic farmers groups increased by 10% vear by year.
(* Cases including not only new application but also renewal of certification)

The proposed version of PDM and P/O are shown in ANNEX 10 & 11.

(3) Supports for Organic Home
While the Organic Home will be managed by the Vientiane Organic Agriculture
Production Group (VOAPG), constant supports by PAFO are crucial for further
continuation and sound management. The supports provided by Japanese side should be
limited only to technical advice and practical training. Once the building and facilities have
been completed, operational cost shall be taken by VOAPG.
In view of promoting OA and people’s awareness, the Team proposes that MAF provides

VOAPG with trainings for ICS, inspection/certification, promotion activity, and so on.
(4) Interaction among stakeholders

The Team found the gap among voices of stakeholders. In order to grasp the potential and
changing needs of farmer’s, DOA/CADC and PAFO/DAFO, as service providers, are



expected to clarify what can be provided for farmer’s groups/ farmers and to disseminate
such information widely. Frequent occasions for making interactive communication with

farmer’s group/ farmers are needed.

6.2 Lessons learnt

(1) Framework of Project
“Technical Cooperation Project” cannot be formulated with sufficient information from
key informants including farmers. Therefore, in the process of project implementation, the

project should consider the measures to address the real needs of farmers.

(2) Utilization of Resource person and training center in the region

A number of lecturers from neighboring countries and Lao local consultant personnel
were appointed frequently to the Project since they have good advantage in understanding
the country’s and personal situation, culture, even language of Laos. In addition, the
procedure of assignment is not relatively time consuming in comparison with the
assignment of Japanese Expert.
Moreover, there are several training centers for practicing OA in Thailand where foreign
trainees can be accepted. Because of similarity in language and their training style and
topic as well as cost-effectiveness, sending trainees to Thailand may be quite beneficial for
Lao personnel, especially for district level and farmer’s level since there would be quite
less barrier.

Therefore, utilizing resources for training in the region is highly recommended.



ANNEX 1

Schedule for the Terminal Evalustion on
the Technical Cooperation for Lao Organic Agriculture Promotion Project {LOAPP)

Day| Date JICA HQ Consultant
1 [Feb 21! Sun Haneda ~ Bangkok ~ Vientiane
07:30-08;30 Meeting with JICA Laos Office
09:00~11:00 Kick—-off Meeting with DOA/MAF and
2 {Feb 22| Mon with Lao Evaluation Team members
11:00-12:30 Internal Meeting with Japanese Experts
14:00~17:00 Interview with Japanese Experts
09:00~12:00 Interview with PM {at DOA}
3 |Feb 23] Tue 13:00-15:00 Interview with 8TD
15:00-16:30 Interview with Japanase Experts (cont.)
09:00-12:00: Observation of OA farm & Interview
10:00 Narita — Hanoi —~ 16:35 Vientiane (VN3858) |with Director, CADC
13:30~15:30 interview with technical staff, OA unit
4 [Feb 24| Wed ‘ (CADC) )
Evening : Internal Mtg among Japanese Team 16:30 Observation of OA supermarket
Evening : Internal Meeting among Japanese Team
08:45-10:15 Interview with PAFC VTE Capital
v 10:30~12:00 Interview with DAFOs (Xaysetha
District)
5 [Feb 25 Thu Activity for other issues 13:00~14:30 Observation of DA farms & Interview
with OA farmers in Nasangphai village
15:30~17:00 Observation of Chao Fa Ngum Market &
Interview with Vientiane Organic Vegetable Group
. AM: Dooumentation
6 |Feb26) Fri 14:00-18:00 Interview with Japanese Experts
7 {Feb 27 Sat Documentation
8 Feb 28} Sun Documentation
08:30-09:00 Courtesy call to DG of DOA 08:30~-09:00 Courtesy call to DG of DOA
9 |Feb20! Mon 09:00~12:00 Joint Evaluation meeting (1) 09:00-12:00 Joint Evaluation meeting (1)
14:45-16:30 Observation of Chao Fa Ngum Market|14:45-16:30 Observation of Chao Fa Ngum Market
16:45-18:00 Interview with Japanese Experts 16:45~18:00 Interview with Japanese Experts
g, oo vetion of OA farm & Interview |0.00-12:00 Observation of OA farm & Interview
A A . , . with CADG
10 { Mar 1] Tue 1{3.00 14:30 Meeting with farmers in Nontae 13:00-14:30 Meeting with farmers in Nontae Village
Village 15:30~18:00 Internal Meeting with Japansse Team
15:30~18:00 Internal Meeting with Japanese Team| )
08:00-10:00 Observation of Organic Home
11 ] Mar 2 | Wed {10:30~12:00 Courtesy call and meeting with PAFO VTE Capital
13:30~16:30 Joint Evaluation Meeting (2)
12 | Mar 3 1 Thu (08:00-17:.00 Document preparation
09:00-12:00:JCC
13:00-14:00 Report to EOJ
13 | Mard | Fri 114:00-15:00 Report to JICA
Departure from Vientiane
14 1 Mar 5] Sat [Arrival in Japan
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Annex 7

Summary of achievement level of Qutput & Project Purpose/Overall goal (Prospect) of LOAPP Project

1. Outputs of the Project
(1} Qutputl

Output i i Strategic plan for national organic agnculture development is finalized.

v Indxcator (PDM Ver. 2)

S ‘Achievement Ecvel & Pr. ospects

1-1 | JCC member reaches
the consensus on the
strategic plan in the
Project JCC.

» Draﬁ actzon plan was developed by holding a kick-off meeting w1th persons

concerned including C/Ps (December 2013),

¢ The outline of Lao organic agriculture was investigated by a short-term
expert on “Organic Agriculture Market Survey” and a local consultant on
“The Survey on Lao Organic Agriculture for LOAPP” (January to March
2014).

» The 1st Draft of the Strategic plan for national OA development (hereinafter
referred to as “OA Strategy”) was developed (September 2014) through
several steps such as making a rough draft (starting from April 2014} and by
holding the 1st seminar (August 2014).

« The 2nd Draft of OA Strategy was developed (March 2015) after holding the
2nd seminar (January 2015).

* The OA Strategy meeting was held attended by DOA & PAFO to discuss the
Lao draft of the OA Strategy (May 2015).

= Overall picture of OA market sifuation was investigated by a local consultant
on “Market Analysis Survey for Promoting OA in Lao PDR” (May and June
2015).

¢ The 3rd daft of OA Strategy was developed (November 2015) after three
times of public hearing at southern, northern and central region (June, July
and September 2015).

* The semi-final version of OA Strategy (English & Lao version) was
completed (December 2015 and January 2016, respectively).

» The draft version of the OA Strategy was shared among JCC members, and
no specific comment was received from JCC members.

s Strategic plan for national organic agriculture development has been
approved by DOA officially.

Overall Achievement and Prospect for Quipnt 1:

»  Through the survey and consuliation by shori-term expert and local consultant, the Strategic plan for
national OA development (“OA Strategy”) was developed and drafted.

(2) Output2

Qutput 2 } CADC’s capacity for promotion of organic agriculture is improved.

Indicator (PDM Ver. 2)

Achievement Level & Prospects

2-1 { Number of CADC
trainers who are
capable of
conducting TOT on
organic agriculture is
increased by 8
persons (currently 4
persons).

¢ Capacity of CADC staff was evaluated by using the capacity assessment
sheet considering the competencies to be developed (July 2014, now
revising).

* Technical training for CADC staff including field practice was conducted and
several ideas for enhancing capacities of CADC were proposed by a
short-term  expert on “Organic Agriculture Technology and Training
Curriculum Development” (August and September 2014).

* Knowledge and skills of OA by CADC staff was cultivated by holding
technical information exchange program in Thailand (December 2014).

* Training on facilitation capacity was conducted by a local consultant on
“Promoting Capacity Building of CADC staff in Conducting Training in the
Field” including two times of field practice with other JICA projects (January
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and February 2015).

s Curriculums and materials for TOT by CADC staff were developed by a
short-term expert on “TOT Curriculum and Training Materials Development”
{October and November 2015).

* Training on Internal Control System (ICS) was conducted by seminar
lecturers on “Promoting Capacity Development on ICS” (December 2015).

 Currently, CADC trainers who were instructed and become more capable of
conducting TOT on QA are “10° persons in comparison with ‘4’ persons on
2014.

Overall Achievement and Prospect for Qutput 2:

* Most of activities in Quiput 2 have been implemented as planned. The Qutput 2 has been achieved by the
time of the terminal evaluation from the viewpoint of Indicators defined in the PDM.

* However, capacity level of CADC trainers in particularly on technical and facilitation skills and knowledge
shall be enhanced through the accumulation of practical training and OJT continuously.
{Other main activity achievement)

+ Function of CADC was facilitated by procuring various kinds of equipment and materials mcludmg tractor,
tiller, and materials for OA fertilizer (February 2013, March and May 2015).

+ The activities of farmers who held temporary OA markets were strengthened by supporting procurement of
tent and other materials (July and December 2014).

» Ability of CADC as a training facility and pilot farm for QA was reinforced by constructing facilities
(warehouse, greenhouse, electricity/water supply system) (March 2013).

= A pick-up truck was procured to CADC to strengthen mobility of them (August 2015).

* Function as a training facility for processing was added to CADC by constructing a packing house
(December 20135).

(3) Output3
Quiput 3 r Standard Dwmon s capacity for promotmn of organic agriculture is improved.
" Indicator (PDM Ver. 2) ~ ‘ - Achievement Level & Pr: ospects
3-1 | Standard Division . Outlme of QA certification system (LCB) was summarized and training
has policy documents system for Lao officials (LCB inspectors) was proposed by a seminar
covering at least 70% lecturer on “Accreditation and Certification System Development”
of the topics required (February 2014). The results of the mves‘ugatxons of it were presented at
by international workshop (March 2014).
norms (le. * Three times of discussion session were held to revise the Organic
I8017065) guiding Agriculture Standard considering regional OA standard (October and
the handling and December 2014, March 2015)
conduct of the LCB | » Developing LCB documents in line with ISO norm were facilitated by the
certification prooess. seminar lecturer mentioned above, including the on-site fraining for junior
inspectors (December 2014, January and March 2015).
* “Quality management manual” (QM) had finally formulated and the manual
covered all the items which are stipulated by ISO 17065 (January 2016).
¢ Therefore, the covering in policy documents is scems to be “100%” of the
topics required by international norms.
3-2 | All the Standard = Capacity of STD staff was evaluated by using the capacity assessment sheet
Division inspectors considering the compstencies to be developed (September 2014, October fo
are capable of December 2015).
inspection of farms ¢ Through attending on-site training not only domestic field-training but alse
by oneself in A the overseas training in Thailand and Japan, all the trainees who attended
accordance to the the trainings had upgraded their skills of inspection,
designated ¢ Capacity of STD staff as inspectors had been raised through attending ACT
procedure. intern trainings {August to December 2015).
* Developing LCB documenis had been continued (October 2015 and January
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2016, planned in April 2016).
= The number of inspectors has been increased from 4 (2014) to 6 (2015).

Overall Achievement and Prospect for Qutput 3:

- STD has developed some policy documents in line with ISO17065 depending on the results of several
workshops held by a seminar lecturer. Furthermore, the capacities of inspectors have been improved by
holding on-site training by the lecturer and atfending ACT intern trainings.

* Thus, most of activities in Output 3 have been implemented as planned. The Output 3 (Policy documents
covering the topics required by international norms & Capability of inspectors) has been achieved by the
time of the terminal evaluation from the viewpoint of Indicators defined in the PDM.

(Other main activity achievement)
* A car (pick-up truck) was procured to DOA to be utilized for inspection activities (July 2014).

2 Achievement of Project Purpose (Prospect)

Project Purpose i Structure for promotlon of orgamc agncultulez is enhanced.

Indlcator (PDM Ver 2y Achievement Level & Prospects

1

PAFO/DAFO
officers (in-charge of
crop) in the target
areas pass an
understanding test on
organic agriculture
standard.

At least 50% of *

Through the Project support, the OA fraining for PAFO/DAFO officers was
undertaken 2 times by CADC trainers (in Oct 2015 and Feb 2016) until the
time on terminal evaluation.

At the time on TOT training (“TOT training on OA Basic Level for
PAFO/DAFO Staff”) in October 2015, all the PAFO/DAFQ officers
{in-charge of crop) in the target areas who attended the training were passed
the trial test on OA standard.

As the second training, the Project carried out the final test (in Feb 2016},
and 69% of the PAFO/DAFO trainees passed the understanding test.

Period required for
organic certification
process {after
receiving completed
application to
notification) is no
longerthan 4
months.

The period required for organic certification process is currently 6.4 month
(2015) in average which was 7 month on 2014,

The causes of suspension in the certification process had already been
analyzed and counter measures will be treated shortly. Therefore, it is
anticipated that the process will be shorten enough to achieve the targeted
level at the end of the Project.

Overall Prospect for Achievement of Project Purpose:

*

Indicator 1 above were reached the target level (“at least 50 %), but Indicator 2 above were not yet

reached the target level (“no longer than 4 months™),

1t is anticipated that the structure for promotion of organic agriculture would be enhanced substantially
by attaining two (2) Indicators defined in the PDM as discussed above through the Project activities. In
this sense, the Project Purpose shall be achieved at a satisfactory level by the end of the Project.

3 Achievement of Overall goal (Prospect)

Overall goal l Structure for promotion of organic agriculture is functional.

Indicator (PDM Ver. 2)

Achievement Level & Prospects

1 | More than 40 times of CADC trainings on <Past & Current situation of CADC {rainings on OA for
organic agriculture for PAFO/DAFO PAFO/DAFO technicians/farmer’s groupsfete.>
technicians/ farmer’s groups/ete. are e Year 2013: 32 times of CADC trainings
conducted after the project termination. = Year 2014: 13 times of CADC trainings

‘ ‘ s Year 2015: 16 times of CADC trainings

2 | Number of cases that Standard Division <Past & Current number of cases>
conduets organic inspection and certification | Number of cases that STD conducted organic inspection
to organic farmers groups trained by CADC | and certification to organic farmers groups trained by
and PAFOQ/DAFO is increased by 4 times CADC and PAFQ/DAFO were described below,
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{currently 2 cases increased to 8 cases). » 2 cases (2014)
e 2 cases (2015)

Overall Prospect for Achievement of Qverall goal:
<Indicator 1 of Overall goal >

e During the last three years, the CADC trainings on OA for PAFO/DAFO technicians/ farmer’s

groups/etc., were conducted 32, 13 and 16 times on Year 2013, 2014 and 2015 respectively.

e Within current PDM version 2, the target values of the Objectively Verifiable Indicators (OVIs) were
supposed to be determined two years after the commencement. Therefore, the year targeted will be “2018”,

e Based on current situation and trend of CADC trainings on OA, it is not possible to aftain the target level
{*“more than 40 times of CADC trainings™).

& Al the time on beginning of the Project year “2013”, ‘the number of CADC trainings was “32 times”,
therefore it is highly expected such increasing trend of training, however, the trend were not favorably and
declined due to budget constraints,

¢ Therefore, the Team proposes that the OVI shall be modified according to the current situation.

<Indicator 2 of QOverall goal>

» It is hardly expected the increased number of cases that Standard Division conducts organic inspection and
certification to organic farmers groups based on past situation. Because it depends on the tangible structure
for promotion of organic agriculture, in deeds, it is necessary to secure continuous resources including
financial and human resources.

# Therefore, the Team proposes that the OVIs shall be modified based on the current situation.




Annex 8

Detail Description of Proiect Implementation Process

(1) Implementation structure and moenitoring system (Management and Operation
Structure including management system, communication between C/P, monitoring of
project activities)

The Project activities have been monitored and managed by the ”Action Plan” developed at
the kick-off meeting from the PO and authorized at the Ist JCC mesting, which stipulates the
timing and responsible bodies of each activity.

The LOAPP Project developed the annual planning of activities with each C/P before
starting of the new FY. The annual activities have been monitored and coordinated by “Planning
Chart of Activities” or a similar format. The daily activities have been discussed at the regular
meeting, which has been held basically once per 1-2 weeks, The minutes of the regular meetings
have been made and circulated among all C/Ps every time. The daily contact each other has
been done through telephone and e-mails. When the discussions are complicated, C/Ps and the
JICA experts hold the meetings to solve the issues. Also, the experts sometimes discussed
directly with the person of higher position at DOA such as DDG when urgent and/or significant
issues arose. However, after the appointment of current Project Manager (PM), there was no
need to discuss with higher positioned persons basically since the communications with upper
management have been smoothly done.

There have been several occasions that the regular meeting could not be held for more than
one month and sudden cancellation of planned workshop took place. One of the reasons can be
that the C/Ps were too busy and occupied with other urgent duties as one of the organizations
under DOA/MAF. To avoid the delay of the Project activities, JICA experts have been asking
them to inform their schedule as early as possible and clarify responsible person.

(2) Technical Transfer

The technical transfer has been conducted mainly inviting short-term experts and seminar
lecturers as well as contracting local consultants. The JICA experts have supported C/Ps to
develop persuasive documents when they request something to the LOAPP Project. Also, the
C/Ps have exercised to develop plans in advance, and the activities were conducted in
accordance with the plans in principle.

In terms of the short-term experts and seminar lecturers, it was not easy to recruit
appropriate persons for longer periods since they had other engagements; therefore, the contract
period was too short to deal with all the duties which the Project expected in some cases. From
such experiences, the Project found out alternatives that the third country experts or lecturers
might have been able to provide effective trainings in consideration of efficient communication
and budget. The Project invited from outer resources {8 Thai and 2 Malaysian), and also the

Project employed local consultants 3 times for undertaking research activities,

v
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