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The Summary of Terminal Evaluation

I. Outline of the Project

Country: Hashemite Kingdom of Jordan Project title: Sustainable Community Tourism Development
Project in As Salt City

Issue/Sector: Private sector development Cooperation scheme: Technical cooperation project

Division in charge: Industrial Development | Total cost: 303 million yen
and Public Policy Department

Period of (R/D): Partner Country’s Implementing Organization: Ministry
Cooperation | 3 years from September of Tourism and Antiquities (MOTA)
2012 to August 2015 Supporting Organization in Japan:

1. Background of the Project

MOTA and Japan International Cooperation Agency agreed to implement ‘Sustainable Community
Tourism Development Project in As Salt City’ (hereafter referred as ‘the Project’) in June, 2012. About two
and half years have passed since the Project was launched in September, 2012. Considering the fact that
the Project is to be completed in August 2015, the Terminal Evaluation has been conducted with an aim to
evaluate the activities and outputs which have come up in the Project, and to extract lessons from the result to
make recommendations on the activities for the remaining period of the Project and measures should be taken
after the termination of the project.

2. Project Overview
(1) Overall Goal
The implementation of tourism development in As Salt City contributes to conserve historic townscape as
well as to improve their livelihood.
(2) Project Purpose
Tourism development which utilizes local cultural resources and benefit local community is promoted in
As Salt City.
(3) Outputs
1) A mechanism to materialize tourism development based on the Ecomuseum?® concept is prepared.
2) A mechanism to conserve historical urban townscape is established.
3) Atourism system consisting of core museum, satellite and trail is established.
4) Tourism products which utilize and conserve local cultural resources and benefit local community in a
sustainable way are developed.
(4) Inputs
Japanese side:
Experts nine (9) persons
- Chief Advisor/TourismDevelopment
- Deputy ChiefAdvisor/TourismDevelopment

% Ecomuseum is the concept to compare a certain area to “open-sky museum”, where the community members, on their own initiatives, preserve,
conserve, present and utilize their inherited tangible and intangible heritages such as nature, culture and lifestyle in sustainable and scientific
manners. Its purpose is to lead to the development of the local community through interactions between the community members and visitors
who have deepened their understanding of the value of the heritages.
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- Ecomuseum (two persons)

- TownscapeManagement (two persons)

- TourismMarketing/TourismDevelopment

- Tourism Marketing

- Project Coordinator
Training in Japan: 15 persons
Equipment: 23,009 JD
Local cost: around 29.3 million JPY as of the end of January 2015

Jordanian Side:

Counterpart: 9 persons

Office space for Japanese Experts

Cost for Salt festival: around 19,000 JD in total for the Salt festivals in 2013 and 2014.

I1. Evaluation Team

Mr. Tsutomu Nagae Team Leader | Visiting Senior Advisor, JICA
. Tourism Chief Advisor,
_— Tourism . .
Mr.Keiichiro Takadera Foundation for International Development /
Development .
Members of Relief
Evaluation | Ms Naomi Jimbo Cooperation | Assistant Director, Private Sector Development
Team Planning Group, Industrial Development and Public Policy
Department, JICA
Mr. Akira Takagi Evaluation Senior Consultant, ICONS Inc.
Analysis
Period of . . . . .
. 3/April/2015~23/April/2015 Type of Evaluation: Terminal evaluation
Evaluation

I11. Results of Evaluation

3-1. Review on Achievements
(1) Achievements of Outputs

Output 1: A mechanism to materialize tourism development based on the Ecomuseum concept is prepared.
Output 1 is almost achieved at the time of the terminal evaluation.

It can be said that “A mechanism to materialize tourism development” has been prepared to some
extent since the SEM Management Committee was established and the committee has been held almost
monthly since its establishment. It was, however, observed that monthly meetings is too much considering
the fact that the committee is the decision-making body and consists of high-ranking officers, and there
is a need to change its structure. In addition, there is a concern that JICA still plays a major role in the
committee especially as secretariat.

The new Ecomuseum plan and action plan was formulated in September 2013 after review of the
original plan. The Project plans to revise some of the contents and have the plan authorized by the SEM
management committee by the end of the Project. The needs for having the technical committee meetings
would be more increased from now on. Although the SEM Management committee will have to pay for
technical committee members in some occasions, the SEM Management committee does not have a proper
budget for that.

Xiv




Output 2: A mechanism to conserve historical urban townscape is established.
Output 2 is considered to be nearly achieved at the time of the terminal evaluation.

The draft version of the guidelines for townscape management was completed and is highly evaluated
since the guidelines are in line with the requirement of the preparation for the World Heritage registration.
The draft was already approved by the Salt city council and is expected to receive final authorization by
the end of the Project.

In the pilot project, technical assistance was provided, on the basis of the draft of the townscape
management guidelines, for measurement, preparing drawings on the present state and renovation plan,
safety and health management of the construction site, and preparation of the construction site. The
guidelines might be revised if necessary through implementation of the pilot projects. GSM/ASCD are
expected to complete the pilot project and revise the guidelines since it is not likely to complete the pilot
project by the end of the Project.

Although it is not likely to complete the pilot project by the end of the Project, the guidelines has been
finalized in essence. Apart from the above pilot project, the guideline concept is already introduced in the
Khader street conservation project, which is being conducted by MOTA. Therefore it can be said that the
degree of the application of the guidelines to actual works is satisfactory and “a mechanism to conserve
historical urban townscape” has been almost established.

Output 3: A tourism system consisting of core museum, satellite and trail is established.
Output 3 is considered to be already achieved at the time of the terminal evaluation.

As for exhibition and interpretation materials, maps /videos for Harmony trail and Daily life trail,
Ecomuseum brochure, welcome video, Education trail video were already developed. Education trail map
and panels for core museum are under development.

Two trails, the Harmony trail and the Daily life trail, were developed. In addition, the Project is working
on the development of a new trail, the Education trail, which is expected to be developed by the end of
the Project. In total, 32 satellites are formulated; 10 satellites are included in the Harmony trail and 22
satellites are in the Daily life trail.

11 trail guides were trained as heritage guides (local interpreter) who understand the contents and are
able to explain them on their own. (Four English guides, three English assistants, and four Arabic guides)

On the other hand, there is a challenge regarding the sustainability of organizational and technical
aspect of Output 3. The two Project local staff members hired by the JICA Project play a significant role
in activities relating to Output 3.

Output 4: Tourism products which utilize and conserve local cultural resources and benefit local community
in a sustainable way are developed.

Tourism products such as Salt brand and Salt tour are developed, and promotion materials are also
prepared to a satisfactory extent. On the other hand, there are concerns in operation and promotion of those
products.

Selection criteria and process for the Salt brand were set and the Project received 20 applications for
the selection and eight of them were certified as Salt brand at Salt Festival in 2014.

A monitor tour in April 2015 was arranged for Japanese. The most of participants gained satisfaction
from the tour, especially for local guides and the tour. H.1.S. Jordan started to sell Salt tour as one day
optional tour in April 2015. Under the operation system of SDC, prices of trail tours and payments for local
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guides have been set.
As mentioned, the Project sees some results in development of tourisms products. On the other hand,
there are concerns in operation since SDC has little experience in actual operation.

Achievements of Project Purpose
Project Purpose: Tourism development which utilizes local cultural resources and benefit local community
is promoted in As Salt City.

The Project purpose is almost achieved at the time of the terminal evaluation.

Daily life trail was developed followed by the development of harmony trail, and the first selection of
salt brand products was done. It can be said that tourism development which utilizes local cultural resources
and benefits local community is moving ahead. Satisfactory number of local people is incorporated into
the tour products at the time of the terminal evaluation and the environments where they can continuously
work are being developed.

The harmony trail tour and local guides were highly evaluated by the participants in the monitoring
tour. In the remaining period of the Project, the Project has to make efforts to collect feedbacks from
various types of tourists as well as to gain experience in operation through conducting more monitoring
tours.

In the Project, under SEM Management Committee, new systems such as home visit and local guide
were established, and it can be said that the mechanism for promoting SEM is gradually being put into
place. To promote the involvement of local people, activities such as workshops, festivals and kids’ activity
are implemented. However, a concern still remains that the Project staff members play a major role in
SEM management committee, especially as secretariat.

3-2. Summary of Evaluation Results
(1) Relevance: High
i. Consistency with the development policy of the government
The Executive Development Program 2011-2013 and the National Tourism Strategy 2011-2015
emphasizes the importance to develop attractive tourism products as well as to provide a variety of tourism
experiences to incoming tourists. The Project’s direction, which is to promote sustainable tourism in As
Salt city with use of historical and cultural resources, is exactly in line with the governmental policy.
ii. Consistency with Japanese ODA policy
Country Assistance Policy for Jordan (2012) sets “Supports to sustainable economic development” as
one of the three priority assistance areas. In this area, the Policy mentions that Japan supports the sectors
that have development potentials such as tourism sector from institutional and/or technical aspects.
iii. Consistency with the needs
As Salt city and ASCD have been long making efforts to promote tourism in As Salt city with its historical
townscape and traditional life style. MOTA has been paying attention to diverse the tourist destination on
the basis of the governmental tourism policy. MOTA Balga has long engaged in development of tourism
at Salt as a governmental responsible organization in the area. HOSM needs to enrich the contents and
displays of the museum in order to fully function as Core museum under the Ecomuseum concept. SDC
has been working for city’s social and economic development as a nonprofit organization for the past
decades. The Project is matched with the needs of the stakeholders.

XVi




iv. Advantage of Japanese technologies

The Project has been introducing a series of knowledge, experiences and technical skills that have
been accumulated in Japan. Hagi City’s experiences in particular, on tourism promotions and marketing
with local people’s participation were utilized effectively in the Project. In addition, the regulations for
preservation of historical buildings and houses/area and land use plan in Japan are the effective example,
whose concept can be applied to tourism development in As Salt city.

v. Appropriateness of the Target Area and the Approach (Ecomuseum)

There exist core values in As Salt City characterized by “living heritage”, in which inherited tangible
and intangible assets are amalgamate. These values absolutely match with the concept of Ecomuseum.
Although the concept was totally new to Jordan, the concept became gradually accepted by Salt since
Ecomuseum was an only concept that finds value in such precious assets.

(2) Effectiveness: Relatively High

i. Achievement of Project purpose

The Project purpose is almost achieved at the time of the terminal evaluation. The Project has prepared
mechanisms, in which local people have occasions to get benefits from tourism, such as home visit, local
guide, daily life trail, and Salt brand. The harmony trail and local guides were highly evaluated by the
participants in the monitoring tour. The Project has to make efforts to collect feedbacks from various
types of tourists as well as to gain experience in operation through further monitor tours. It is a great
achievement that SEM Management Committee was established and involvement of local people in the
tourism development, which forms the basis for SEM, has been promoted through several activities. On
the other hand, there are some concerns. The Project still needs to make further efforts to attract more
tourists to Salt. SEM management committee needs to find out a way to secure its sustainability.
ii. Inhibition factors

The Project has not witnessed much improvement in the issue of allocation of staff members at each
organization from Jordan side. That situation has made the technical transfer difficult.
Due to small number of visitors to Salt;
1) The Project is not able to have tourism products tested by tourists.
2) It is difficult to raise awareness when local people do not see sufficient number of tourist.
3) Local interpreters and SDC are not able to get enough experiences.

(3) Efficiency: Relatively High
i. Achievements of Outputs
Overall, the Project produced outputs more than expected, whereas there are some issues to be addressed.
It is substantial results that the SEM Management Committee was established and the committee has been
held almost monthly since its establishment. There is a concern, however, that JICA still plays a major role
in the committee especially as secretariat. It was also a great achievement that the developed townscape
management guidelines contribute to promotion of the activities for the World Heritage registration. The
numbers of exhibition and interpretation materials produced by the Project largely surpass the targets
of the output. On the other hand, there is a challenge regarding the sustainability of organizational and
technical aspect since the two Project local staff members hired by the JICA Project play a significant role.
The Project produced sufficient number of tourism products. However, there are concerns especially in
tour operation.
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ii. Appropriateness of inputs
1) Japanese Experts

Inputs from Japanese side in number and expertise of experts are highly evaluated. The JICA experts
consist of members from consultant, university, and local government. The inputs are well balanced.
2) Jordanian staff

Key personnel for implementation of the Project were secured from each counterpart organization,
and have made significant contribution to the Project. However, Jordanian side needs to allocate more
personnel in order to ensure the sustainability of the Project’s outcomes. On the other hand, it is evaluated
that GSM/ASCD allocated two internship staff members, who acquired skills and knowledge to carry out
some renovation tasks by themselves.
iii. Utilization of other resources
1) Experts from various fields

Taking advantage of the technical committee, the Project effectively has obtained expertized knowledge
and information from resource persons. Trail map and explanation texts were made with historians’
verification and advices. The process enhanced the quality of the map.
2)Jocv

A JOCV member made a meaningful contribution to the promotion of townscape management through
supports for measurements and drawings. Another JOCV member played a big role in documenting all the
museum objects, contributing to the database development.
3) Jordanian Volunteers

\Volunteers have actively participated in the Project activities including guidance for trail tours and
logistical supports while the Salt festival.
iv. Obstructive factors that affect efficiency

The Project has encountered difficulties in contacting some owners of buildings. That causes some
delays in implementation of townscape conservation work.
v. Baseline and end line survey

The examination of how the baseline and end line surveys were conducted suggests the possibility that
a question was not conducted properly, leading to the situation where an indicator of the Project purpose
was not able to be measured.

(4) Impact: High
Prospect of the achievement of overall goal
The overall goal is likely to achieve the targets. The guidelines have been already used for townscape
management activities by GSM/ASCD and MOTA. The guidelines promote the preparation for the World
Heritage registration, and efforts for the World Heritage registration promote townscape conservation.
Economic benefits on the people in Salt from tourism are likely to increase through home visits, local
guides, shops included in the daily life trail, and the Salt brand system.

Other positive impacts

1) Ecomuseum as an approach of tourism development is likely to be incorporated into the next  version
of National Tourism Strategy (2016-2020).

2) Some municipalities in Jordan are getting interested in the concept of Ecomuseum for their development
approach.
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3) The townscape management guidelines promote activities for the World Heritage registration.

4) Stakeholders are working on issues related to the Project such as parking and garbage issues by GSM/
ASCD, toilet and restaurant by SDC, and townscape management and awareness raising activity by
MOTA/HOSM. These efforts are expected to cause positive impact on improving livelihood, benefits,
and townscape conservation.

(5) Sustainability: Moderate

Policy Aspects

Ecomuseum as an approach of tourism development is likely to be incorporated clearly into the next
version of National Tourism Strategy (2016 - 2020), which would secure the sustainability of SEM from
the view point of policy.

Organizational, technical and financial aspects
1) SEM Management Committee

That the Committee is established with legal status supports the organizational sustainability to some
extent. Especially, the roles of secretariat, however, are still played by the Project local staff hired by the
JICA Project. In addition, needs to hold technical committees are expected to be increased gradually,
meaning that the committee needs budget for the meetings. The committee so far does not have proper
budget, which is also a concern.
2) GSM/ASCD

GSM/ASCD conduct their job by themselves. It is regarded as an achievement that GSM hired two
internship staff members and they acquired skills and knowledge to carry out some renovation tasks by
themselves.
3) MOTA Balga/ HOSM

Although MOTA Balga/ HOSM produced a lot of outputs during the Project, these achievement were
largely done by the two Project local staff members hired by the JICA Project. It is still uncertain if the two
members hired by the JICA Project are able to continue their work after the end of the Project. In addition,
MOTA Balga/ HOSM do not have sufficient budget to conduct their activities. MOTA needs to allocate
proper budget for MOTA Balga/ HOSM to be able to promote SEM.
4) SDC

SDC is stepping into operational phase of SEM tours, the gateway and the brand shop. And SDC plans
to hire staff for the brand shop. Now that the tour products are ready and SDC is about to be ready in plan,
but SDC has little experience in actual arrangement of tour and operation of the gateway and the brand
shop. Therefore, it is not certain if SDC is able to manage these tasks properly. As for budget, the purpose
of the usage of funds might become a matter when SDC raises funds from donors since SDC has to explain
to donors and have them agree with the usage.

3-3. Factors that promoted realization of effects
(1) Factors concerning to Planning

Training in Japan

Visiting Hagi city was an effective occasion for stakeholders to observe a good practice and to
draw detailed pictures in their own mind. Also, information on the policies/regulations for townscape
management also contributed to developing information storage of the counterparts.
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Consistency between the concept of SEM and needs, mandates and roles of each stakeholder

Many organizations, such as MOTA, HOSM, GSC, ASCD, SDC, DOA, and JTB, take part in the
Project. It was their first time to work in such circumstances. Even with these difficult factors, in SEM,
the stakeholders implement activities in a good coordinate manner. It is partly because of the consistency
between the concept of SEM and needs, mandates and roles of each stakeholder.

(2) Factors concerning to the Implementation Process
High commitment of leaders of each counterpart organization
Each leader of the counterpart organizations understood the purpose and significance of the Project,
and then engaged in the series of the activities.

3-4. Factors that impeded realization of effects
(1) Factors concerning to Planning
Nothing particular

(2) Factors concerning to the Implementation Process

To promote SEM in Salt, examinations of the current system or creations of new system were required. For
examples, local interpreter system, tour operation by SDC, creation of Salt brand system, etc. Those things
required a lot of work.

3-5. Conclusion

The Project has high validity in implementation since it is in line with the development policy of the
Jordanian government, tourism development strategy and needs of relevant stakeholders. It is also appropriate
to set Salt city as the target area and adopt Ecomuseum concept as the approach for tourism development in
the Project. The plan of training in Japan, Japanese experts, and activities are also appropriate to fully utilize
the knowhow of Hagi city.

The effectiveness is evaluated relatively high since the Project purpose is almost achieved at the time
of the terminal evaluation. It is considered as substantial results that the SEM Management Committee
was established and the committee has promoted and coordinated SEM activities. The Project has prepared
mechanisms, in which local people have occasions to get benefits from tourism, such as home visit, local
guide, daily life trail, and Salt brand. On the other hand, SEM management committee cannot be run only by
Jordanian side. In addition, although the Project is almost ready to receive tourists, organizations in charge
of operation such as SDC have little experience in operation. It is advisable that the Project makes efforts to
collect feedbacks from various types of tourists and gain actual experience through further implementation of
monitor tours.

Overall, the Project produced outputs more than expected, contributing to the efficiency of the Project. The
expert team consists of consultant, university and local government and its team organization is proper and
well balanced, taking advantages of strong points of each member. As for staff allocation from Jordanian side,
the Project has failed to see much improvement in its number and allocation of working level staff, whereas
it is highly evaluated that each leader of the counterpart organizations shows high commitment towards the
Project and actively engaged in the Project.

Regarding the overall goal, the development of townscape management guidelines and the implementation
of townscape conservation work under the guidelines contribute directly to the achievement. It can also be said
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that the promotion of preparation activities for the World Heritage registration contribute to the achievement
of the overall goal. As for Economic benefits for local people in Salt from tourism, the mechanism has
been established. It is expected to enlarge the economic impacts by making further efforts. The prospect of
incorporation of Ecomuseum concept into the next version of National Tourism Strategy (2016-2020) shows
a high valuation from Jordanian side and is regarded as a substantial impact of the Project.

As for the Sustainability, the sustainability in policy aspect would be secured if the next version of
National Tourism Strategy states Ecomuseum as an approach for tourism development in Jordan. On the other
hand, there are several concerns in organizational, technical and financial aspects. For example, the roles of
secretariat are still played by the Project local staff hired by the JICA Project.

3-6. Recommendations
(1) Ensuring sustainability of SEM Management Committee

SEM would be receiving more tourists from now on. In this situation, SEM will have to cope with various
issues including needs to adjust and coordinate tourism development through SEM concept and business
and/or profit based development. SEM management committee has to decide future direction of tourism
development in As Salt city. Therefore, to make SEM management committee functional is a key factor for
SEM to be sustainable. In this regard, it is important to clarify leading organization with secretariat function
and responsible person to supervision and organize what is happening in SEM by end of the project period.
Since the secretariat of the SEM management committee still has been taken by the project local staff hired by
the JICA project, there is an urgent need to examine how the unpleasant situation will have to be addressed.
The several members of the SEM management committee are high-ranking officials and it is difficult for
them to attend all the meetings which are held every month. The team recommends establishing Executive
committee (working level) for the SEM management committee consisted of at least one official from each
organization. The Executive committee will be held every month or whenever necessity arises in a timely
manner and the SEM management committee (higher committee) will be held once in 6 months to review
progress.

(2) Employment of the Project Local Staff

The project local staff members are hired by the JICA project and they play important and various roles for
smooth implementation of the project. They contribute to the project as secretary staff of the SEM management
committee, master trainers of the local interpreters, research assistants for rediscovering values of As Salt city
and developing trails and activities. This matter needs to be discussed in the SEM management committee
immediately and find the way to solve. It is desirable to examine the possibilities of the staff employment by
SDC concretely.

(3) Revising SEM Plan and Marketing and Promotion Plan

The structure and system to promote SEM have changed since SEM plan was revised in September 2013. It
is necessary to update the plan and have consensus among stakeholders by the end of the project. Furthermore,
under the plan, it is recommended to prepare detail annual action plan with reflecting characteristics of the
region and will of community and organized inductively like using SWOT analysis in a long term. Also,
although Marketing and Promotion plan was designed in 2014, the term of Action plan covered only during
April to October 2014. Since tourism products and services of SEM are ready to have tourists, the annual
Action plan for marketing promotion is needed to clarify what to do, budget for each activities and timeline for
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taking action by the end of the project. It is also recommended to organize supporter’s or fan’s group including
inside and outside region to support SEM activities for further revision of SEM in a long term.

(4) Reinforcement of capacity of tour operation and tourism system of SEM

Since it is a first time for SDC to operate as a tour operator, it is important to conduct monitor tour
frequently for exercise to check, acquire feedback and improve its land operation. Planning of Salt Festival
to be organized in October has not been started. Therefore, the mission team made the following suggestions;

@ Implementation of monitor tour (Improvement of land operation, promotion)

@ Operational plan of Gateway (allocation plan of local guide, time setting for guide)

(@ Capacity building of local interpreters (English, safety management and emergency responses)

@ Detail planning of next Salt festival and selection of the leading organization

(5) Understanding mechanism or system to promote Ecomuseum

MOTA is now planning to incorporate the principles of Ecomuseum in the next National Tourism Strategy
(2016-2020). It is important for MOTA to take lessons from SEM project as a case of a successful mechanism
or knowhow to promote Ecomuseum. Collaboration among various stakeholders in the specific region to work
with for the same target to promote tourism development is very important aspect. Also, all the members of
SEM management committee need to be aware of the whole process of the implementation of Ecomuseum
including the activities done by other organizations and move forward toward upgrading its system and further
improvement of services that SEM provide to tourists.

(6) Awareness raising of the community

Salt city plans to increase the number of cleaners. However, there still needs to have more efforts to raise
understanding of the local people to keep their city as attractive tourism site for tourists. Especially there
still have issues such as garbage that people throw to the streets, and dangerous manner of drivers inside
downtown.

3-6. Lessons learned
(1) Harmonization of the concept of Ecomuseum and culture and values of people

The approaches taken by the Project are to take advantage of traditional and cultural assets of Salt as “living
heritage”. Although the concept of Ecomuseum was newly introduced in Jordan, it has good connection
or coincided and harmonized with history, culture, and values of the people in As Salt City. That is the
reason the project became generally accepted with Salti people and promoted. It is important to facilitate the
harmonization of the concept of Ecomuseum and culture/values of people in the region for the implementation
of the project.

(2) Matching the project concept and roles and strategies of stakeholders

In the Project, it was a success factor that the direction of the project purpose and activities meet with the
needs and the developing strategy of each counterpart organization such as diversifying the tourist destination
by making use of tourism potentials of minor tourist sites, new product development by utilizing cultural and
heritage resources including traditional life style and providing variety of tourism experiences to tourists,
conservation of historical townscape and management, and human resource development. Therefore, each
organization takes a respective role of the project activities in line with their original duty assignment and the
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project obtained in-depth understanding of leaders of each counterpart organization and strong commitments
from them.

(3) Careful investigation is needed for selecting project sites in tourism development

From viewpoints of the above (1) and (2), careful investigation and analysis are needed when selecting
project sites. In the Project, other than those circumstances, distance from major city, Amman, is very
important aspect of the city to be promoted as a tourism destination. Because of length of time from Amman,
it has potential to have optional tour for spare time which tourists often have in the last day of their trip which
becomes comparative advantage from other cities.

(4) Importance of learning from particular case

Visiting Hagi city was an effective event for counterpart organizations to observe the actual implementation
utilizing Ecomuseum concept and to help draw detailed pictures in their own mind. It was confirmed that it is
crucial to observe the good practices in particular for projects whose major aims are to introduce new concepts
and/or to establish new scheme and structure like this project.

(5) Allocation of appropriate number of counterpart staff from the beginning of the project

In the project, main counterpart personnel (high ranking officials) of each organization have strong
commitments to promote SEM. In terms of working level staff in each organization, they are actively involved
in SEM activities, however, more number of staff allocations is desired for technology transfer that were
planned to be conducted from the beginning of the project term.

It is anticipated that it may bring negative impact for the sustainability of SEM after the termination of the
project. Therefore, it is desired to assign enough number of appropriate staffs to carry out assigned tasks from
the beginning of the project term to secure the sustainability of the Project.

(6) Implementation of tourism development/promotion project

In implementing tourism development/promotion project, it is common that involvement of various stake
holders and coordination among stakeholders are required. This Project is in the same manner mentioned
above and coordination and operation body was established named as SEM management committee. For
smooth and effective implementation of similar project, and to make it sustainable, it would be necessary to
clarify and task the role of each stake holder and formulate the rigid, reliable and responsible coordination
body during the stage of the project formulation.

(7) Appropriateness of Project duration

As seen in the above (6), various stakeholders are engaged in a tourism development/promotion project.
Hence, the project needs to allocate a certain period for the establishment of a mechanism to receive tourists.
For areas where there is no sufficient tourism product like the target area in the Project, it is difficult to run
a promotion without the development of tourism product. On the other hand, it would be difficult to set
newly developed products/systems in place unless the project runs promotions and gains actual experiences
through receiving certain number of tourists. In the planning stage, a project has to be planned with proper
consideration of the timing of operation as well as the development of tourism products and the establishment
of tourist receiving mechanism.
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1. M/M EUEREFTMmREE

MINUTES OF MEETING
BETWEEN
THE JAPANESE TERMINAL EVALUATION TEAM AND
THE AUTHORITIES CONCERNED OF THE GOVERNMENT
OF THE HASHEMITE KINGDOM OF JORDAN ON
SUSTAINABLE COMMUNITY TOURISM DEVELOPMENT PROJECT
IN AS SALT CITY

The Japanese Terminal Evaluation Team (hereinafter referred to as “the Team™), organized by
the Japan International Cooperation Agency (hereinafter referred to as “JICA™) and headed by Mr.
Tsutomu NAGAE, visited the Hashemite Kingdom of Jordan (hereinafter referred to as “Jordan™)
from April 4 to April 22, 2015, for the purpose of conducting the evaluation conceming the
Sustainable Community Tourism Development Project in As Salt city (hereinafter referred to as
“the Project™).

During its stay in Jordan, the Team had a series of discussions with the Ministry of Tourism
and Antiquities (hereinafter referred to as “MOTA”) and relevant organizations, and exchanged
views on the achievement of the Project in fulfilling the Record of Discussions signed on June 21,
2012,

Based on these discussions, the evaluation was conducted and recommendations were
prepared jointly by the Jordanian and the Japanese sides (hereinafter referred to as “both sides™)
with the matters referred to in the document attached hereto.

Amman, Jordan
April 21, 2015

r
Mr. Tsutomu Naéle Mr, Issa Gammoh E’ /
Leader, Secretary General, ° ‘ 4

Japanese Terminal Evalvation Team, Ministry of Tourism and Antiquities,

Japan International Cooperation Agency The Hashemite Kingdom of Jordan



ATTACHED DOCUMENT

1. RESULTS OF THE TERMINAL EVALUATION

1. Joint Terminal Evaluation Report

The result of the Terminal Evaluation, which includes evaluation of activities of the Project,
conclusions and recommendations were compiled as a Joint Terminal Evaluation Report attached
as APPENDIX. The Joint Terminal Evaluation Report was submitted to the Joint Coordinating
Committee (JCC) of the Project on 21 April 2015 and JCC approved it.

II. MAIN POINTS DISCUSSED
1. Sustainability of Salt Ecomuseam (SEM)

The SEM management commiftee is a key factor or engine to operate and promote SEM
sustainably for the successful implementation in the future.
In this regard, the SEM plan needs to be revised and authorized in the SEM management
committee by the end of the project through reflecting a new system and structure for the Project
implementation those have been discussed and established during the past project implementation
period.
For that purpose, there should be a collaboration of counterpart organizations, strong
commitments and a consensus among stakeholders.
The issues which should be included in the SEM plan are as follows:
® Practical and functional structure of the SEM management committee (steering level and
working level)
® Leading organization with secretariat function to supervise operations and all the activities
in SEM based on the SEM plan and coordinate among stakeholders.
® Tasks of each organization would be in charge in SEM operation.

2. Employment of the project local staff

The local staff members hired by the JICA project play important and various roles in the Project,
such as secretary function of the SEM management committee, master trainers for local
interpreters, research assistants for developing trails and other SEM activities.

Also they are contributing as local interpreters to explain the trails to the official visitors. Their
roles mentioned above are difficult to be replaced in a short term and it might be a great risk to
sustain SEM in a proper way.



This matter needs to be discussed in the SEM management committee immediately and the

committee should develop a concrete action plan to solve it by the end of the Project.

III. Request from the Jordanian side

The Jordanian side requested the extension of the Project period for further development of SEM
in terms of smooth operation of SEM to attract and accommodate tourists and further
improvement of the Project in order to enhance its outputs.

Although a variety of useful tourism products of SEM has been developed in the project, it is still
in the initial and trial stage to promote SEM to tourists in real operation.

The Japanese Terminal Evaluation Team would convey this request to the JICA Headquarters in
order for JICA to make decisions based on the results of the terminal evaluation and other

relevant matters.

APPENDIX] : List of Participant of JCC
APPENDIX2 : Joint Terminal Evaluation Report
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List of Participants of JCC

Appendix1

# Name Position Organization
JCC members
1 | H.E. Mr. Issa Gammoh Secretary General Ministry of Tourism and Antiquities
2 | HE. Dr. Awni Al-Bashir Board member Salt Development Corporation
3 | Ms. Tohama Fares Nabulsi Director Jordan Tourism Board
4 | Eng. Ayman Abu Jalmeh Director Balga Tourism Directorate
5 | Mr. Shokichi Sakata Chief Representative Jordan Office, Japan International
Cooperation Agency (JICA)
Chief Advisor
6 | Ms. Chiyo Mamiya /Tourism JICA expert team
Developmentl
Deputy Chief
7 | Professor Noriaki Nishivama | Advisor/Tourism JICA expert team
Development 2
JICA’s expert team
N . Townscape
8 | Dr. Yoji Otsuki JICA expert team
Managementl
B Heritage tourism
9 | Mr. Koji Oyama _ JICA expert team
advisor
Townscape
10 | Dr. Takuro Hanaoka JICA expert team
Managment?2
, Organizational
11 | Ms. Kiyoko Sandambatake . JICA expert team
coordinator
JCC Observers
12 | Dr. Ibrahim Al- Masri Output 3 leader Balqa Tourism Directorate
13 | Mr. Mitsutaka Hoshi Representative Jordan Office, Japan International
. Q,Of i



Cooperation Agency (JICA)

Jordan Office, Japan International

14 | Mr. Adel Zureikat Technical Coordinator _
Cooperation Agency (JICA)
15 | Ms. Mais Ghawi Project Coordinator JICA project team
16 | Ms. Aseel Hyasat Research assistant JICA project team
17 | Ms. Mais Al-Nahleh Research assistant JICA project team
Terminal Evaluation Team
18 | Mr. Tsutomu Nagae Team Leader Visiting Senior Advisor, JICA
Tourism Chief Advisor, Foundation
19 | Mr. Keiichiro Takadera Tourism Development | for International Development /
Relief
Private Sector Development Group,
20 | Ms. Naomi Jimbo Cooperation Planning | Industrial Development and Public
Policy Department, JICA
21 | Mr. Akira Takagi Evaluation Analysis Senior Consultant, ICONS Inc.




APPENDIX 2

Joint Terminal Evaluation Report
on
Sustainable Community Tourism Development Project in As Salt City

in the Hashemite Kingdom of Jordan

April, 2015

The Joint Terminal Evaluation Team
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ABBREVIATIONS AND ACRONYMS

ASCD As Salt City Development
CCSR City Core Special Regulations
Cp Counterpart

DOA Department of Antiquities
GSM Greater Salt Municipality

HOSM Historic Old Salt Museum

JCC Joint Coordination Committee

JICA Japan International Cooperation Agency
JoCcv Japan Overseas Cooperation Volunteers
JSTA Jordan Society of Tourist & Travel Agents
JIB Jordan Tourism Board

MOTA Ministry of Tourism and Antiquities

NTS National Tourism Strategy
PDM Project Design Matrix
PO Plan of Operation
SAPI Special Assistance for Project Implementation
SpC Salt Development Corporation
SEM Salt Ecomuseum
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1. Outline of the Evaluation

1-1. Background
MOTA and Japan International Cooperation Agency agreed to implement ‘Sustainable Community
Tourism Development Project in As Salt City’ (hereafter referred as ‘the Project’) in June, 2012. About
two and half years have passed since the Project was launched in September, 2012. Considering the
fact that the Project is to be completed in August 2015, the Terminal Evaluation has been conducted
with an aim to evaluate the activities and outputs which have come up in the Project, and to extract
lessons from the result to make recommendations on the activities for the remaining period of the

Project and measures should be taken after the termination of the project.

1-2. Objectives

The objectives of the terminal evaluation are listed as follows:

(1) To verify the accomplishments of the project activities, outputs, implementation process and
management, based on the Record of Discussions (R/D), the Project Design Matrix (PDM) and
Plan of Operation (PO).

(2) To analyze and discuss the achievement of the project in terms of five evaluation criteria
(relevance, effectiveness, efficiency, impact and sustainability).

(3) To assess the likelihood of the project purpose being achieved by the end of the project period and
the overall goal within three to five years after the project completion.

(4) To make recommendations on the Project regarding the measures to be taken for the remaining
project period and/or after the termination of the Project based on the evaluation results.

(5) To collect lessons learned for formulation and implementation of prospective projects in the
similar field.

(6) To prepare and agree on the Terminal Evaluation Report with the Government of Jordan and to
exchange the Minutes of Meetings (M/M).

1-3. Qutline of the Project
The outline of the Project is shown as follows and the details are as described in the PDM (Annex 1):
(1) Overall Goal:
The implementation of tourism development in As Salt City contributes to conserve historic
townscape as well as to improve their livelihood.
(2) Project Purpose:
Tourism development which utilizes local cultural resources and benefit local community is

promoted in As Salt City.
(3) OQutputs:

7



1) A mechanism to materialize tourism development based on the Ecomuseum’ concept is prepared.

2) A mechanism to conserve historical urban townscape is established.

3) A tourism system consisting of core museum, satellite and trail is established.

4) Tourism products which utilize and conserve local cultural resources and benefit local community in

a sustainable way are developed

1-4. Methodology
1-4-1. Method of Evaluation
The Terminal Evaluation was conducted in accordance with the latest “JICA Guidelines for Project
Evaluations” issued in June 2010. The evaluation was performed using PDM as a reference. Current
project status and outcomes were assessed on the basis of the evaluation grid (Annex 2) from the
aspeocts of the five criteria of relevance, effectiveness, efficiency, impact, and sustainability.
The Terminal Evaluation Team conducted surveys at the project sites through the interviews and
questionnaires to the Jordanian project personnel, other related organizations, and the Japanese experts
involved in the Project to evaluate the Project on the basis of the evaluation grid.
1-4-2. Five Evaluation Criteria
Description of the five evaluation criteria that were applied in the analysis for the Terminal Evaluation

is given in Table 1 below.

Table 1: Description of Five Evaluation Criteria

Criteria Definitions

Relevance Degree of compatibility between the development assistance and priority of
policy of the target group, the recipient, and the donor.

Effectiveness A measure of the extent to which an aid activity attains its objectives.

Efficiency Efficiency measures the outputs -~ qualitative and quantitative — in relation to
the inputs, It is an economic term which is used to assess the extent to which
aid uses the least costly resources possible in order to achieve the desired
results. This generally requires comparing alternative approaches to
achieving the same outputs, to see whether the most efficient process has
been adopted.

Impact The positive and negative changes produced by a development intervention,
directly or indirectly, intended or unintended. This involves the main impacts

and effects resulting from the activity on the local social, economic,

environmental and other development indicators.

! Ecomuseum is the concept to compare a certain area to “open-sky museum”, where the community
members, on their own initiatives, preserve, conserve, present and utilize their inherited tangible and
intangible heritages such as nature, culture and lifestyle in sustainable and scientific manners. Its purpose
is to lead to the development of the local community through interactions between the community
members and visitors who have deepened their understanding of the value of the heritages.

; %‘%ﬁ



Sustainability Sustainability is concerned with measuring whether the benefits of an
activity are likely to continue after donor funding has been withdrawn

Projects need to be environmentally as well as financially sustainable.

Source: “JICA Guidelines for Project Evaluations”, June 2010

1-4-3.  Collection Methods and Data Sources
The data collection methods and main data sources are specified as shown in the evaluation grid. The
specific methods and sources are described below.
*  Documents related to the Project
Progress reports and Action plans annual basis
Guidelines, presentation materials and other various materials made by the Project
= Answers for the questionnaire
Japanese experts and Jordanian counterparts
*  Record of Inputs from both sides and Activities of the Project
* Interviews with the Project counterpart personnel, Japanese experts, and personnel in related
organizations
*  Field Survey
Walking the trail developed by the Project, and interviews for local people in As Salt city

Hearings from tour agents

1-5. Members of the Joint Terminal Evaluation Team
<Japanese Side>
Name Title Position and Organization
Mr. Tsutomu Nagae Team Leader Visiting Senior Advisor, JICA
. Tourism Chief Advisor,
) Tourism . : .
Mr. Keiichiro Takadera Foundation for International Development /
Development SRy
ie

Assistant Director, Private Sector Development

Cooperation .
Ms Naomi Jimbo - Group, Industrial Development and Public
annin
. Policy Department, JICA
Evaluation
Mr. Akira Takagi _ Senior Consultant, ICONS Inc.
Analysis
<Jordanian Side>
Name Position Organization
Mr. Eng. Ayman Abu Jalmeh Director MOTA Balqga/HOSM




1-6. Schedule of the Joint Terminal Evaluation
The Terminal Evaluation was conducted during the period between 4 April and 22 April, 2015 (Annex 3).

2. Achievements of the Project
2-1. Records of Inputs
The following are the achievements of inputs by the time of the Terminal Evaluation by both Japanese
side and Jordanian side.
2-1-1 Japanese Side

1) Assignment of Experts
From the onset of the Project, a total of nine experts were assigned to the Project, in total 65.57
Man-month (as of the end of March 2015).

2) Training in Japan
As a part of Japanese side’s inputs, three training courses have been provided in Japan. In total, 15
Jordanian counterparts have received training in Japan. The first training course, implemented in
December 2012 for six days, was attended by five counterparts. The second training course, implemented
in May 2013 for 15 days, was attended by five counterparts. In the both training courses they visited Hagi
city and Tokyo. And the third training course, implemented for 10 days from 28 July to 6 August 2015,
was attended by five counterparts. They visited Tokyo, Sawara city, and Hagi city in the third training.

3) Provision of Machinery and Equipment
The Japanese side has provided office equipment that is necessary for project implementation and LCD
monitors to show welcome video in core museum (HOSM) as attached in Annex 4.
2-1-2 Jordanian Side

1) Assignment of Counterparts
The Jordanian side has assigned 9 counterparts in total as of the Terminal Evaluation.
*MOTA.:1 person, MOTA Balgqa/HOSM: 2 persons, GSM: 2 persons, ASCD: 1 person, SDC: 3 persons,
JTB: 1 person

2) Facilities and Budget for the Salt festival
The Jordanian side provided office spaces in the MOTA, HOSM, and ASCD for project implementation.
MOTA, SDC and JTB disbursed around 19,000 JD in total for the Salt festival in 2013 and 2014.

2-2. Results of the Activities and Achievement of the Qutputs

Achievement status of each output is as follows:

Output 1: A mechanism to materialize tourism development based on the Ecomuseum concept is
prepared.
OVIs Activities and Achievement Level

1-1. The new Ecomuseum | The new Ecomuseum plan and action plan was formulated in Septembe

plan and action plan is | 2013 after review of the original plan, which was made by SAPI, Special
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formulated by 2014,

Assistance for Project Implementation of JICA, in 2008-2009.

The plan consists of three parts based on the original plan; basic vision,
basic plan and action plan, which was made by SAPI, Special Assistance
for Project Implementation of JICA, in 2008-2009.

The plan firstly clarifies that As Salt City is characterized by “living
heritage”, in which inherited tangible and intangible heritage are
amalgamated. Then, the plan suggests the concept of Ecomuseum as a
system which manages the city most efficiently. On the basis of the four
management system of the concept, the plan describes the basic plan and
the action plan.

The new plan differs from the original plan in the following points; the
new plan specifies the that the promotion of the concept of
Ecomuseum is also effective to be registered as World Heritage, the
plan describes the roles of SDC, establishment of technical committees,
changes of the functions of HOSM, and detailed description of the

townscape management.

The Project plans fo revise some of the contents and have the plan

authorized by the SEM management committee by the end of the Project.

1-2. Ecomuseum related
seminars, aimed at the local

people is held 11 times.

Ecomuseum related seminars. including Kids® Activity. were held 22

times and the total number of the participants are 396 at the time of the
terminal evaluation as follows:

Date Types of | Number of | Major contents
Participants participants
1 | 2012/9/18 Balqa governorate, 50 Introduction of
Salt oity project, Discussion
government, NGO, on Ecomuseum
ele. concepl
2 | 2012/10/3 Business people 21
3 | 2002/10/8 Persons  influential 14
in Salt
4 | 2012110/16 NGO 15
5 2012/10/17 School 12
6 | 2012/11/19 Women group 19
7 | 2013/1/4 Local people 74 Introduction of the
Project, Salt festival
8 | 2013/9/21 Local people, 65 Introduction of the
volunteer, media Project, Salt festival
9 | 2013/11/27 Local people 14 Workshop for
stories collection on
Daily life trail
10 | 2013/12/4 Local people 10 Workshop for
(participants in Salt stories collection on
8




festival) Daily life trail
11 | 2014/1/27 Local people 26 Workshop for
(influential people stories collection on
in Salt) Daily fife trail
12 | 2014/9/11 School children and 6 Rediscovery of the
13 | 2014/9/18 teachers 6 atractiveness  of
14 | 2014/9/28 Salt City through
15 | 20141043 10 Kids Activity

16 | 2014/10/16 6
17 | 2014/10/20 7
18 | 2014/10/27 7
19 | 2014/11/06 6
8
8
6

20 | 2014/1113
21 | 2014/11/20
22 | 2014/12/01
Total -

396 -

1-3. The draft of operational

management  plan for
Ecomuseum  scheme is
formulated by 2015.

The Project has made significant progress in development of
implementation structure to promote tourism of Salt under Ecomuseum

concept. Through a series of discussions among the stakeholders, the

SEM Management Committee was formulated in February, 2013. The
committee is composed of the stakeholders; MOTA/MOTA Balqa,

GSM, ASCD, HOSM, SDC, and DOA. The operation management plan
is to be incorporated into the new Ecomuseum plan by the end of the

Project.

1-4. Activities for tourism
development of Salt are
taken by the newly
established implementation

structure.

The major tourism development activities implemented under the SEM
Management Committee, the newly established implement structure, are

as follows;

The committee is beginning to function properly under the initiatives
taken by Jordanian side. There are, however, some occasions which
require the involvement of JICA Experts. Especially, the roles of
secretariat such as arrangement of meeting and taking minutes still are
played by the Project local staff hired by the JICA Project.

1. SEM opening ceremony/Salt Festival (Oct, 2014)

2. The first certification of Salt brand products (Oct, 2014)

3. Establishment of the Home Visit system and the approval of four
houses (Feb, 2015)

4. Establishment of the local interpreter system and the implementation
of the first training session (ongoing since Dec, 2014 )

5. Conclusion of the agreement between MOTA and SDC on the
gateway and the Salt brand shop operation

6. Development of promotion materials
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7. Development of the daily life trail

8. Development of tour product in collaboration with HIS, Japanese
travel agency

9. Establishment of the three technical committees and meetings of the

committees

Overall Assessment:

Output 1 is almost achieved at the time of the terminal evaluation.

It is considered as substantial results that the SEM Management Committee was established and the

committee has been held almost monthly since its establishment.

It was, however, observed that

monthly meetings is too much considering the fact that the committee is the decision-making body and

consists of high-ranking officers, and there is a need to change its structure. In addition, there is a

concern that JICA still plays a major role in the committee especially as secretariat.
Output 1 would be likely to be achieved by the end of the Project if the above issues are solved.

Output 2: A mechanism to conserve historical urban townscape is established.

OVIs

Activities and Achievement Level

2-1. Guidelines for
townscape management are
formulated by the end of
second year of the project

period.

The draft version of the guidelines for townscape management was
completed in February, 2014. The draft was already approved by the Salt
city council and is expected to receive final authorization by the end of
the Project. After approval, the guidelines might be revised if necessary
through implementation of the pilot projects. The Project plans to
prepare a handbook to promote understanding on the guidelines of local
people and contractors of pilot projects.

It is noteworthy that the guidelines are in line with the requirement of the
preparation for the World Heritage registration and are promoting the

preparatory activities.

2-2. No of implemented
townscape management
projects based on the
developed guidelines: at

least one.

One pilot project has been implemented since May, 2014.

In the pilot project, technical assistance was provided, on the basis of the
draft of the townscape management guidelines, for measurement,
preparing drawings on the present state and renovation plan, safety and
health management of the construction site, and preparation of the
construction site.

The pilot project covers not a single building but a complex composed of
number of buildings. Hence, it is not likely to complete the pilot project
by the end of the Project.
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In addition, the Project has encountered difficulties in contacting some
owners of the buildings covered by the pilot project since some buildings
are owned by multiple owners. That causes some delays in

implementation.

Apart from the above pilot project, the guideline concept is already
introduced in the Khader street conservation project, which is being
conducted by MOTA. In the project, the philosophy of conservation of
historical buildings and houses was applied along with detailed technical
guidance of the JICA Experts including the way of construction works

and selection of materials.

Overall Assessment:
Output 2 is considered to be nearly achieved at the time of the terminal evaluation. Regarding the
degree of the achievement of the indicators, the indicator 2-2 is not likely to be totally achieved.

Firstly, the draft of the townscape management guidelines was approved by the city council, and has
been used already for conservation activities by MOTA and GSM/ASCD. Although the pilot project is
not likely to be completed by the end of the Project, it is thought that a mechanism to conserve historical
urban townscape is basically established.

There are points to be considered; more time has come to be required as the size of the pilot project
has become large, it causes delays in implementation that there are difficulties in contacting with some
owners of the buildings covered by the pilot project. GSM/ASCD are expected to complete the pilot

project and upgrade further their technical level for townscape conservation.

It is noteworthy that the guidelines satisfies the requirement of the preparation for the World Heritage
registration, and are promoting the preparatory activities. It is also an achievement that newly allocated
internship staff at GSM acquired skills and knowledge to carry out some renovation tasks by themselves.
The achievement was, in addition to the efforts of JICA experts and the staff, brought in due to the
efforts for an increase in personnel by GSM. In order not to lose these precious human resources and
the technologies transferred from the JICA Experts, it is desired that GSM makes best effort to hire the

staff continuously.

In addition to the achievement done by the Project, there are things to be mentioned.
® A JOCV made a meaningful contributed to the promotion of townscape management through
supports for measurements and drawings.

® (GSM is working on issues such as parking and garbage. As for the garbage issues, GSM is trying to

address through several ways, such as improving cleaning system, increasing cleaners, and
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introduction of scrubbing equipment in Salt. It would be better if these efforts are be accompanied

by efforts to raise awareness of local people in the garbage issue since the issue cannot be solved

without the involvement of the residents.

Output 3: A tourism system consisting of core museum, satellite and trail is established.

OVIs

Activities and Achievement Level

3-1. No. of developed
exhibition and interpretation

materials: Five at minimum

7 types of exhibition and interpretation materials were developed so far

as see in the table below.

Materials made Number of materials made
Harmony trail map 1,000 printed

Harmony trail video 1 type

Ecomuseum brochure 250 printed

Welcome video 1 type

Daily life trail map 1 type (to be printed)
Daily life trail video 1 type

Education trail video 1 type

It is also expected that the Project will develop another 2 materials by the

end of the Project.
e Education trail map

¢ Panels for core museum (geography, buildings, trading, travelers,
pioneers, SEM introduction, trails exhibition, living heritage)

3-2. Five heritage guides
understand the contents and
are able to explain them on

their own.

ides were trained as heritage guides (local interpreter) who
understand the contents and are able to explain them on their own.
The evaluation was conducted by the Project team; JICA experts, MOTA
Balga, HOSM, SDC and the guides were classified by their abilities into
three categories as shown in the table below.

Category No.
English/Arabic guide 4
Those who can guide in English and Arabic
English assistant/Arabic guide 3
Those who can guide in Arabic and in English as assistant
Arabic guide 4
Those who can guide in Arabic

The Project also three master trainers, who can give training to local
interpreters, were also trained. Two of them, however, are the Project

local staff members hired by the JICA Project, whose contracts will be
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expired at the end of the Project. That means the Project would lose these
precious human resources and the inputs that went into them during the

Project if Jordan’s side cannot find a way to keep them.

3-3. TFive satellites are | Intotal, 32 satellites are formulated.
formulated. 10 satellites are included in the Harmony trail.
22 satellites are included in the Daily life trail.

Now, a new trail called Education trail is being developed. In the
process, some other satellites are expected to formulated and

incorporated into the Education trail by the end of the Project.

3-4. No. of developed trails | Two trails, the Harmony trail and the Daily life trail, were developed. In
through  feedback  and | addition, the Project is working on the development of a new trail, the
information from  local | Education trail, which is expected to be developed by the end of the
people: Two at minimum Project.

Hence, in total, three trails are expected to be developed.

Overall Assessment:

The Project has produced more outputs than targeted regarding Output 3.

The Project already produced seven exhibition and interpretation materials, whereas the target number is
five. Furthermore, it is expected that the Project will develop another two materials by the end of the
project. The number of heritage guides, 11, also exceeds the target number of five. 32 satellites are
formulated for the target of five at the time of the terminal evaluation.

In addition to the achievement done by the Project, there are things to be mentioned.

® A JOCV played a big role in documenting all the museum objects, contributing to the database
development.

® MOTA Balqa/HOSM are actively implementing activities such as awareness and promotion
program for Balga University students and kids’ activities.

® MOTA Balga/HOSM produced a video content of the Salt city, in which they utilize the data and
information prepared by the Project.

On the other hand, there is a challenge regarding the sustainability of organizational and technical aspect
of Output 3. The two Project local staff members hired by the JICA Project play a significant role in
activities relating to Output 3. If SEM lose the two capable members, meaning that the efforts that went
to them vanish away, it is certain that SEM will face difficulties in activities such as upgrading skills of

local guides and developing new trails.
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Output 4: Tourism products which utilize and conserve local cultural resources and benefit local

community in a sustainable way are developed.

OVIs

Activities and Achievemnent Level

4-1. The tourism marketing
and promotion plan, which
benefits the

community, is formulated

local

The tourism marketing and promotion plan was completed in March
2014. The plan showed the marketing direction of its target segment of
tourists, long lists of potential tourism products, sales channels and

others.

based on the new | However, the action plan was prepared only up to October, 2014.
Ecomuseum plan by 2014.
4-2. The mnew tourism | e SaltBrand

products such as Salt brand

and Salt tour are developed.

Eight products were certified as Salt brand in 2014.

Selection criteria and process for the Salt brand were set and the Project

received 20 applications for the selection at Salt Festival in 2014. Only
certified products are entitled to use the brand logo and the seals of the
logo are provided. The Project is seeking for channels for sales of the
products, for example, sales for tour participants and sales at a shop in
Al-Hammam street, in addition to the Salt brand shop. As for the brand
shop, it is decided that SDC operates the shop on the basis of the MOU
with MOTA made in January 2015. SDC plans to hire one staff member
for the shop and open the shop by May 12% 2015 at the latest. Selection
of the brand management committee members and the management

system of the brand logo are under discussion.

e  Salt tour

As for the development of Salt tour products, the operation of harmony
trail tour was reviewed through the implementation of a simulation tour
for a Japanese travel agent, H.I.S. in December 2014, The purpose was
to check if Japanese participants who do not understand English can
enjoy the tour by being accompanied by a Japanese assistant that H.I1.S
sends. The Project received good reactions from the agent, and the agent
decided to sell a tour product which includes the harmony trail tour. The
agent also is preparing for selling the harmony trail tour as a half-day

optional tour on its website.

The current pricing and payment plan for the trail tour up to the end of
2015 is as follows;

e Only trail walk: 15 JD
¢  Trail walk plus lunch: 25 JD/person

Ison

e Payment to local interpreter: 7 JD/tour
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¢ Payment to family who serves lunch: 8 JD/person
The plan will be finalized soon.

Although some tourism products are developed, there are concerns

especially in tour operation, which is responsibility of SDC.

e  SDC has little experience in arrangement of tour. SDC is expected
to gain more experience through arrangement of monitor tours by
the end of the Project.

e MOU with travel agents are not ready.

e  What SDC is permitted to do in tour operation is not clear enough.
Therefore, that needs be clarified by the end of the Project.

e  There is no sales channel yet; the gateway is not open yet and the
way of operation of the gateway by the local guides is still under

discussion.

4-3. The promotion

materials on  Salt

prepared: at least five.

are

The promotion materials on Salt were prepared on the occasion of the
Salt festival such as poster (500 pieces), flier (3,000 pieces), sticker
(5,000 pieces), panel (25 pieces), and festival maps.

The status of other promotion materials are as follows;
Materials prepared

¢ Harmony trail map

¢ Harmony trail video

e Harmony trail brochure (5000)
e Home visit brochure (5000)

e Daily life trail video

e Education trail video

Materials in process of preparation
e  Daily life trail map

e  Salt brochure (5000)

e  Salt brand products catalog

+ SEM website (saltcitytour.com)

As for the cost of production of the above brochures, and the

development and maintenance of the website, the Project and SDC

agreed with the following points;

e The Project will cover the costs of the first production of the
brochures and the costs of the development of the website,

e SDC will cover the costs of publication of brochures after that, and
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the cost of maintenance of the website.

SDC also plans to have part-time staff for maintaining the website

including taking care of customers from the website.

Overall Assessment:

Due to the efforts by the Project, tourism products such as Salt brand and Salt tour are developed, and

promotion materials are also prepared to a satisfactory extent.

On the other hand, there are concerns in operation and promotion of those products. The monitor tour in
April 2015 was arranged by the JICA experts and SDC has never arranged a tour yet. The gateway is one
of the most important sales channels but it is not open yet..

SDC has a huge advantage over other stakeholders such as MOTA/HOSM and GSM/ASCD in flexibly.
It is expected that SDC will overcome the above issues through utilizing its advantage.

2-3. Achievement of the Project Purpose

Project Purpose: T_oﬁrism development which utilizes local cultural resources and benefit local
community is pmmutetll in As Salt City. ' -

OVlis

The status of the achievement

1. No. of people who want
to have more tourists is
increased in the project area
to 75%.

The target was achieved. The results of the baseline survey and the end line
survey shows that the number of residents who want to have more tourists is
increased from 71.3% to 96.1%. The results suggest that the interest of the

residents in tourism is growing.

2. No. of people who want
to tell stories about Salt is
increased by 10%

¢ degree of the achievement of the target cannot be properly judged due
to the following reasons.
The examination of how the two surveys were conducted suggests the
possibility that the question which asked the willingness to tell stories were
not conducted properly in the surveys. The question seems not to be so
appropriate to see changes of the mindset towards the concept of
Ecomuseum. It is assumed that the research company had difficulties in
getting expected answers from respondents and descended into conducting
surveys in a distorted way to avoid the difficulties, These things might have
been avoided if the Project had supervised the surveys more appropriately.
Those facts weaken the credibility of the results of the surveys” and it is

% According to the results of the baseline survey and the end line survey, the number of people who would like to tell
stories about Salt to contribute to the tourism development in Salt was decreased from 39.6% at the baseline survey to

15.5% at the end line survey.
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thought not to be appropriate to use the results for measuring the indicator.

On the other hand, the Project members, such as MOTA, GSM and the JICA
experts, observe gradual changes of the mindset of local people towards
SEM, which are changes that the indicator was supposed to measure.

buildings

O11€ case.

utilized

3. The model of historical

for

tourism is realized at least

9 models of historical buildings utilized for tourism have been realized as
satellites for trails. The realized models of historical buildings are as

follows;
Mosque Church House Meeting Office
place
1 2 4 1 1

4. No. of visitors to HOSM
is increased by 15%.

The number of wvisitors to HOSM was increased by 216%

2012 to 10.365 in 2014 as shown in the table below.

It is regarded as noticeable results, given that the number of visitors to
Jordan is on a downward trend during the same period. On the other hand,
the drastic drop of tourists to Jordan in 2015, which is beyond the control of
the Project, causes concerns over visitors to Salt in 2015 and the future.

Number of visitors to HOSM
Year 2012 2013 2014 2015
(as of Apr. 10)
No. of visitors 3,277 4,355 10,365 1676°
Year on year -17.0% 32.9% 138.0% N/A
Source: HOSM

5. Satisfaction level of
tourists to As Salt City is
improved to 75%

The indicator 5 was not measured as planned since the Project had not been
ready for receiving tourists. In addition, tourists to Salt in general are
considered too broad in scope for the Project. Hence, the satisfaction level of
participants in a monitor tour was used as a proxy indicator in the terminal
evaluation.

According to the results of the Japanese monitor tours in April, 2015, 89%
of participants gained satisfaction from the tour; 32% felt that the tour was
more than their expectations, and 57% replied that their expectations were
fulfilled.

In addition, the trail tour was positively evaluated in a FAM trip in February
2014; 95% of the participants gave good mark (very good 56% and good
39%). And home visit was highly evaluated in a simulation tour for a

Japanese tour agent conducted in December 2014,

3 Foreigners account for about 20%, according to HOSM
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Although the proxy indicator was used for the terminal evaluation, it is
advisable to conduct satisfaction surveys of tourist, especially the target
customers such as European tourists, not only for measuring the quality of
the product but also for making the product better by getting relevant
feedback.

6. No. of families to | 4 Families were permitted by MOTA as family who can receive “home
receive continuously “home | visit”.

visit” is increased. The terminal evaluation team observed, through a series of meetings with
two families, that it is almost certain that they are willing to receive “home
visit” continuously. They are satisfied with home visits very much and
proud of welcoming wvisitors and sharing their cultures. It was also
confirmed that a family had gotten enough economic benefit already. The
family told that they had been able to escape from poverty due to the home

visit.

Overall Assessment:

The Project purpose is almost achieved at the time of the terminal evaluation. The reasons are as follows;

Regarding tourism development which utilizes local cultural resources, the Project developed tourism
products which utilize local cultural resources (the indicator 3), and the products were highly evaluated by
the participants in the monitoring tour and the FAM trip (the indicator 5).

As for tourism development which benefits local community, those products have mechanism of benefiting
local community through various ways such as home visits, local guides, shops included in the daily life
trail, and the Salt brand system. Satisfactory number of local people is incorporated into the tour products at
the time of the terminal evaluation and it was observed that they are likely to continuously be part of the tour
products (the indicator 6). Plus, to promote tourism in Salt, the strategy and plan were prepared, and many
promotion materials were prepared. These efforts contributed to an increase of visitors to HOSM (the

indicator 4).

The above tourism development cannot be promoted without a proper system and involvement of local
people. In the Project, new manuals and guidelines were prepared. It is a great achievement that SEM
Management Committee was established and has acted as an engine and a coordinator in the SEM
promotion. Involvement of local people in the tourism development, which forms the basis for SEM, has
been promoted through several activities such as works shops, festivals, and kids activities. Those efforts

have been changing their perception of the tourism in Salt (the indicator 1).

On the other hand, there are some concerns.

‘e Although the number of visitors to HOSM is increasing, the Project needs to make further efforts to
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attract more tourists to Salt and connect the tourists to the tour product developed by the Project. It
makes difficult for the Project to raise awareness of local people towards SEM when they do not see a
sufficient number of tourists,

¢ As seen in the output 1, the Project staff members play a major role in SEM management committee,
especially as secretariat. The committee needs to find out what is the best way and what structure is
suitable to secure the sustainability of the SEM committee.

e As seen in the indicator 5, tourism products such as the harmony trail tour has not been tested by
“tourists™. The Project received feedbacks from the Japanese participants in the monitor tour in April
2015. The target customer, such as European tourists, however, might react differently. It might be
difficult to conduct satisfaction survey of very appropriate fourists. Still, the Project has to make efforts

to collect feedbacks from various types of tourists.

Those things have to be addressed for finishing the Project successfully.

2-4. Prospect of Achievement of Overall Goal
Overall goal: The implementation of tourism development in As Salt City contributes to conserve historic

townscape as well as fo improve their livelihood.
OVls:

1. Registered townscape resources including historical building are well conserved in the same condition as the

time when registered.

2. People’s income from tourism industry is increased.

Prospect:

The townscape management guidelines are highly evaluated. GSM/ASCD has already started to use the
guidelines for their townscape management activities, The fact that the guidelines meet the requirement of the
preparation for the World Heritage registration has promoted the preparatory activities. The activities for the
World Heritage registration have positive effects on conservation of townscape resources. In addition, the Project
members such as GSM/ASCD observe favorably changes of the mindset of the local people towards townscape
management. Considering those facts, it is likely to achieve the target of the indicator 1.

As for the indicator 2, it is almost certain that the Project will achieve the target, given the fact that little people
had gotten income from tourism before the Project and some families who receive home visits gain economic
benefits already. However, the Project needs to think how the economic impact could be increased in terms of the
number of people and the amount of benefits for each person, and how the Project would make a sustainable

impact.

In addition to the indicators, there are some signs to contribute to the achievement of the overall goal. In

connection to with efforts to attract more tourists, some stakeholders are working hard on issues of social

infrastructure: GSM works on parking and garbage and SDC works on toilet issue. MOTA also works for better
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townscape; the Khader street, for example. These efforts will definitely bring in better livelihood and better

townscape in Salt.

2-5. Implementation Process of the Project

e  High commitment of leaders of each counterpart organization

Each leader of the counterpart organizations has deep understanding of the concept of Ecomuseum, show
high commitment towards the Project, and actively engaged in the Project. That promoted the activities
and the progress of the Project.

¢ Difficulties stemming from the introduction of a new system

SEM was totally new to Jordan as well as Salt. Therefore, to introduce and promote SEM in Salt, the
Project had to deal with many regulation-related issues. Examinations of the current systems or creations
of new systems were required, for examples, local interpreter system, tour operation by SDC, home visit

system, Salt brand system, etc. Those things required a lot of work and took time.

¢ Difficulties in implementation of townscape conservation work.
The Project has encountered difficulties in contacting some owners of buildings since some building are

owned by multiple owners. That causes some delays in implementation of townscape conservation work.

¢ Communication

Sharing and exchange of information between Japanese experts and counterpart organizations are almost
satisfactory in general through weekly and monthly meetings. The Project always keeps the records of the
meetings” contents and circulates them by e-mails. In addition, in the case that counterparts misses the
meetings, Japanese experts sometimes visit them to share the meeting’s contents in addition to these
e-mails. Through such efforts with the systematic information sharing platform, necessary information is

shared almost enough among all.

¢ Monitoring

Responsible persons and organizations keep tracks of the progress in their own each task, and report them
at the weekly and monthly meetings. On the basis of the reports Japanese experts and counterpart
organizations determines the next steps and solutions. It is evaluated the monitoring has been conducted

well enough.
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3. Evaluation by Five Criteria
Each criterion is evaluated using the following five rankings: “high”, “relatively high”, “moderate”,

“relatively low”, and “low”.

3-1. Relevance

The relevance of the Project is high.

Consistencyv with the development policy of the government

The Executive Development Program 2011-2013, which is a primary governmental development
policy, stresses the importance of the tourism sector development as one of the major seven macro
frameworks. The program advocates that the country should deliver more tourists to currently minor
tourist sites besides major destinations by making use of their tourism potentials. The National Tourism
Strategy 2011-2015 also emphasizes the importance to develop attractive tourism products as well as to
provide a variety of tourism experiences to incoming tourists. The Strategy precisely mentions the
necessity to improve the tourism products by use of cultural and heritage resources. The Project’s
direction, which is to promote sustainable tourism in As Salt city with use of historical and cultural

resources, is exactly in line with the governmental policy.

Consistencv with Japanese ODA policy
Country Assistance Policy for Jordan (2012) sets “Supports to sustainable economic development” as

one of the three priority assistance areas. In this area, the Policy mentions that Japan supports the sectors
that have development potentials such as tourism sector from institutional and/or technical aspects.

In 2015, Japanese government announced the “3-pillar foreign policy”, one of which is “enhancing
diplomacy towards stability and prosperity in the Middle East”. It states that Japan’s policy is to assist for

regional economic/social stability necessary for the promotion of economic growth.

Consistency with the needs
1) Needs of GSM/ASCD

As Salt city and ASCD have been long making efforts to promote tourism in As Salt city with its
historical townscape and traditional life style. The Project aims at developing tourism from various
aspects on the basis of the Ecomuseum concept, whose philosophy is to cherish historical and traditional
assets. In this line, the Project’s activities meet with the development needs of As Salt city and ASCD.

Besides, one of the long-time wish of As Salt city is to be registered in the World heritage of UNESCO.
The Project, especially the output 2 is in line with the city’s needs.

2) Needs of MOTA

MOTA has been paying attention to diverse the tourist destination on the basis of the governmental
tourism policy. The approaches taken by the Project are to take advantage of its traditional and cultural
assets of Salt as “living heritage”, which expectedly ascertain another tourism potential beside

archeological tourism. Moreover, the promotion of Ecomuseum in Jordan is now becoming one of the
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tourism development strategies of MOTA.

Looking at MOTA Balqa, it has long engaged in development of tourism at Salt as a governmental
responsible organization in the area. The Project’s promoting activities for Salt’s tourism match with the
MOTA Balga’s organizational mission.

3) Needs of HOSM

HOSM needs to enrich the contents and displays of the museum in order to fully function as Core
museum under the Ecomuseum concept. In addition, it is required to make consecutive efforts for
collection and management of information on the traditional and cultural assets in the city. The series of
activities in the Project directly contribute to these HOSM’s needs.

4) Needs of SDC

SDC has been working for city’s social and economic development as a nonprofit organization for the
past decades. The Project’s aim is to promote tourism of As Sait with active participation of local people
and expectedly to lead to the economic and social development of As Salt city. The Project is matched

with the SDC’s organizational mission and the needs.

Advantage of Japanese technologies
The Project has been introducing a series of knowledge, experiences and technical skills that have been

accumulated in Japan. Hagi City’s experiences in particular, on tourism promotions and marketing with
local people’s participation were utilized effectively in the Project. Ideas such as “open house”, “home
visit” and “kids activity” are the representative examples that the Project has already applied.

In addition, the regulations for preservation of historical buildings and houses/area and land use plan in

Japan are the effective example, whose concept can be applied to tourism development in As Salt city.

Appropriateness of the Target Area and the Approach useumn

Unlike other famous touristic sites in Jordan such as Petra, intrinsic values of Salt had not been gotten
a fair evaluation. There, however, exist core values in As Salt City characterized by “living heritage”, in
which inherited tangible and intangible assets are amalgamate. These values absolutely match with the
concept of Ecomuseum. Although the concept was totally new to Jordan, and Salti people are
conservative, the concept became gradually accepted by Salt since Ecomuseum was an only concept that
finds value in such precious assets. Hence, it can be said that the selection of target area and an approach

to promote tourism development, Ecomuseum were appropriate.

3-2. Effectiveness
The effectiveness of the Project is high.

Achievement of Project purpose
The Project purpose is almost achieved at the time of the terminal evaluation. The indicators of the
Project Purpose are almost achieved.

The Project has prepared mechanisms, in which local people have occasions to get benefits from
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tourism, such as home visit, local guide, daily life trail, and Salt brand. It is also a noticeable outcome that
the number of visitors to HOSM is increasing under the situation where the number of visitors to Jordan
is decreasing,.

The harmony trail and local guides were highly evaluated by the participants in the monitoring tour.
Although the indicator 2 was not able to be measured, the supplemental information indicates positive
changes the mindset of local people towards SEM.

The above tourism development cannot be promoted without a proper system and involvement of local
people. It is a great achievement that SEM Management Committee was established and has acted as an
engine and a coordinator in the SEM promotion.

On the other hand, there are some concemns. The Project still needs to make further efforts to attract

more tourists to Salt. SEM management committee needs to find out a way to secure its sustainability.

Contribution factors
1) High commitment of leaders of each counterpart organization

Each leader of the counterpart organizations understood the purpose and significance of the Project,
and then engaged in the series of the activities, High commitment of leaders is one of the major
contribution factors to the Project’s progresses.

2) Training in Japan

It is crucial to observe the good/advanced practices in particular for projects whose major aims are to
introduce new concepts and/or to establish new scheme and structure like this project. From this
viewpoint, visiting Hagi city was an effective occasion for stakeholders to observe a good practice and to
draw detailed pictures in their own mind. Experiences in the training directly contributed to smooth and
effective implementation of the Salt festival in 2013 such as open house and home visits activities.

Also, information on the policies/regulations for townscape management, incentive mechanisms
including subsidy that are being introduced by Hagi city also contributed to developing information
storage of the counterparts.

3) Consistency between the concept of SEM and needs, mandates and roles of each stakeholder

It is true that the more difficulties arise as more organizations are involved in a project in general. It is
particularly applied to Jordan. Especially, many organizations, such as MOTA, HOSM, GSC, ASCD,
SDC, DOA, and JTB, take part in the Project. It was their first time to work in such circumstances. Even
with these factors, in SEM, the stakeholders implement activities in a good coordinate manner. It is
partly because of the consistency between the concept of SEM and needs, mandates and roles of each
stakeholder. They all accept the concept of SEM deeply and share the same goal. That becomes a driving

force to have all the stakeholders work towards the same objective in harmony in the Project.

Inhibition factors
® Although the importance of having sufficient number of staff members at each organization has
been emphasized, the Project has not witnessed much improvement in the issue. That situation has
made the technical transfer from JICA Experts difficult.
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® Small number of visitors to Salt makes it difficult to do several things, for examples; 1) The
Project is not able to have tourism products tested by tourists. 2) It is difficult to raise awareness
when local people do not see sufficient number of tourist. 3) Local interpreters and SDC are not

able to get enough experiences.

3-3. Efficiency
Efficiency of the Project is relatively high.

Achievements of Outputs

Qverall, the Project produced outputs more than expected, whereas there are some issues to be
addressed.

It is substantial results that the SEM Management Committee was established and the committee has
been held almost monthly since its establishment. There is a concern, however, that JICA still plays a
major role in the committee especially as secretariat.

It was also a great achievement that the developed townscape management guidelines contribute to
promotion of the activities for the World Heritage registration.

As for the outpﬁt 3, the Project produced seven exhibition and interpretation materials, trained 11 of
heritage guides, and formulated 32 satellites. These numbers largely surpass the targets of the output. On
the other hand, there is a challenge regarding the sustainability of organizational and technical aspect
since the two Project local staff members hired by the JICA Project play a significant role.

Regarding the development of tourism products, the Project produced sufficient number of products.

However, there are concems especially in tour operation.

Appropriateness of inputs
1) Japanese Experts

Inputs from Japanese side in terms of the number and expertise of experts are highly evaluated. The
JICA experts consist of members from several organizations; consultant, university, and local government.
The inputs are well balanced and all the members were needed for carrying out the Project.
2) Jordanian staff

Key personnel for implementation of the Project were secured from each counterpart organization, and
have made significant contribution to the Project. However, Jordanian side needs to allocate more
personnel in order to ensure the sustainability of the Project’s outcomes. On the other hand, it is evaluated
that GSM/ASCD allocated two internship staff members, who acquired skills and knowledge to carry out

some renovation tasks by themselves. Continued employment of them is desired.

Utilization of other resources
The Project uses effectively external human resources as follows:
1) Experts from various fields into “technical committee”

Taking advantage of the technical committee, the Project effectively has obtained expertized knowledge
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and information from resource persons. Trail map and explanation texts were made with historians’
verification and advices. The process enhanced the quality of the map. Part of training sessions for local
interpreters were conducted by a university.
2) JoCvV

JOCVs contributed largely to tourism development in Salt in various aspects. A JOCV made a
meaningful contributed to the promotion of townscape management through supports for measurements
and drawings. Another JOCV played a big role in documenting all the museum objects, contributing to
the database development.
3) Jordanian Volunteers

Volunteers have actively participated in the Project activities including guidance for trail tours and
logistical supports while the Salt festival.

Obstructive factors that affect efficiency

® The Project has encountered difficulties in contacting some owners of buildings. That causes
some delays in implementation of townscape conservation work.

® To promote SEM in Salt, examinations of the current system or creations of new system were
required. For examples, local interpreter system, tour operation by SDC, creation of Salt brand
system, etc. Those things required a lot of work.

Baseline and end line survey

A baseline survey and an end line survey were conducted for many purposes such as establishment of
strategy, planning, and assessing the outcome of the Project. The examination, however, of how the two
surveys were conducted suggests the possibility that a question was not conducted properly, leading to the
situation where an indicator of the Project purpose was not able to be measured. It also suggests that
inappropriate design of questions might have caused the problem. The Project had to design and supervise

the surveys more appropriately.

3-4. Impact
Impact of the Project is high.

Prospect of the achievement of overall goal
In the light of the indicators of overall goal, it is likely to achieve the targets.

The highly evaluated townscape management guidelines contribute to the achievement of the indicator
1, which aims at conservation of townscape resources. The guidelines have been already used for
townscape management activities by GSM/ASCD and MOTA. The guidelines promote the preparation
for the World Heritage registration, and efforts for the World Heritage registration promote townscape
conservation.

Economic benefits on the people in Salt from tourism are likely to increase through home visits, local

guides, shops included in the daily life trail, and the Salt brand system. However, the Project needs to
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think how to enlarge these economic impacts in terms of the number of beneficiaries and the amount of

benefits for each person.

3-4-2 Positive impact
Other positive impacts are observed.
® FEcomuseum as an approach of tourism development is likely to be incorporated into the next
version of National Tourism Strategy (2016-2020).
® Some municipalities in Jordan are getting interested in the concept of Ecomuseum for their
development approach.
® The townscape management guidelines promote activities for the World Heritage registration.
@ The mindset of the people in Salt towards tourism is getting positive and the people are getting
more proud of Salt.
® Stakeholders are working on issues related to the Project such as parking and garbage issues by
GSM/ASCD, toilet and restaurant by SDC, and townscape management and awareness raising
activity by MOTA/HOSM. These efforts are expected to cause positive impact on improving

livelihood, benefits, and townscape conservation,

3-4-3 Negative impact
There are no negative impacts observed.

3.5, Sustainability

Sustainability of the Project is moderate.

Policv aspect

SEM is highly likely to be taken as one of important approaches for tourism development in Jordan’s
governmental policy. SEM, or the Project, is highly evaluated and regarded by MOTA as a materialized
example of the current National Tourism Strategy (2011 - 2015). More importantly, Ecomuseum as an
approach of tourism development is likely to be incorporated clearly into the next version of National

Tourism Strategy (2016 - 2020), which would secure the sustainability of SEM from the view point of
policy.

anizational, technical and financial aspects
1) SEM Management Committee
That the Committee is established with legal status under the higher steering committee supports the
organizational sustainability to some extent. Especially, the roles of secretariat, however, are still played
by the Project local staff hired by the JICA Project. In addition, needs to hold technical committees are
expected to be increased gradually, meaning that the committee needs budget for the meetings. The
committee so far does not have proper budget.

Therefore, the sustainability of the committee depends on if the committee can have a person who
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works as secretariat and secure proper budget.

2) GSM/ASCD

GSM/ASCD conduct their job by themselves. It is regarded as an achievement that GSM hired two
internship staff members and they acquired skills and knowledge to carry out some renovation tasks by
themselves. To ensure the technical sustainability, it is desired that GSM continually hires the two staff

members.

3) MOTA Balga/ HOSM

Although MOTA Balga/ HOSM produced a lot of outputs during the Project, these achievement were
mainly done by two members and the two Project local staff members hired by the JICA Project. It is still
uncertain if the two members hired by the JICA Project are able to continue their work after the end of the
Project.
Since their roles are crucial for SEM, it is advisable that the issue is addressed in the SEM management
committee.

In addition, MOTA Balga/ HOSM do not have sufficient budget, which comes from MOTA, to
conduct their activities. MOTA needs to allocate proper budget for MOTA Balga/ HOSM to be able to
promote SEM.

5) SDC

SDC is stepping into operational phase of SEM tours, the gateway and the brand shop. And SDC plans
to hire staff for the brand shop.

Now that the tour products are ready and SDC is about to be ready in plan, but SDC has little
experience in actual arrangement of tour and operation of the gateway and the brand shop. Therefore, it is
not certain if SDC is able to manage these tasks properly and what will happen after SDC starts to operate
those things.

As for budget, the amount of money would not be a big issue for SDC, however, the purpose of the
usage of funds might become a matter when SDC raises funds from donors since SDC has to explain to

donors and have them agree with the usage.
3-6. Conclusions

The Project’s consistency with the policy of the tourism development of Jordan and the needs of each
stakeholder is highly evaluated.

It is also noteworthy that the selection of Salt as the target area and taking Ecomuseum as the approach
of the Project were quite appropriate, and knowledge and experiences of Hagi City are fully utilized. The
SEM approach of the Project are well-received by all stakeholders. As a consequence, it was observed
positive attitude towards and active participation in the Project from the leader of relevant stakeholders,
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which is good thrust of the Project implementation and achievement.

The Project purpose is almost achieved at the time of the terminal evaluation. The Project has prepared
mechanisms, in which local people have occasions to get benefits from tourism, such as home visit, local
guide, daily life trail, and Salt brand. It is also a great achievement that SEM Management Committee
was established and has acted as an engine and a coordinator in the SEM promotion. However, the roles
of secretariat such as arrangement of meeting and taking minutes still are played by the Project local staff
hired by the JICA Project. The committee needs to find out a way to secure its sustainability since the

Project will terminate in months.

Overall, the Project produced outputs more than expected. It was a great achievement that the
developed townscape management guidelines contribute to promotion of the activities for the World
Heritage registration. As for a tourism system such as core museurn, satellite and trail, the outputs that the
Project produced largely surpass the targets. On the other hand, there is a challenge regarding the
sustainability of organizational and technical aspect since the two Project local staff members hired by the
JICA Project play a significant role. Regarding the development of tourism products, the Project
produced sufficient number of products. However, there are concerns especially in tour operation. Here, it

is worth mentioning that JOCV contributed to the progress of the Project to a large extent.

Although the Project sees some indications of the achievement of overall goal, there are concerns
about the sustainability as mentioned repeatedly. Only a single organization cannot take all the
responsibility of the sustainability. Therefore, it is advisable that the issue is addressed in SEM

management committee, having active participation of all stakeholders.

4, Recommendations

Taking the result of Terminal Evaluation into consideration, the followings are recommended in order to
ensure the achievement of the Project Purpose by the end of the project period and to increase the impact
and the sustainability of the Project:

(1) Ensuring sustainability of SEM Management Committee

(a) SEM management committee was established in February 2014 and this is the first time that
several organizations including non-govemmental organization collaborate with as one unit in
As Salt city for promoting tourism with introducing Ecomuseum concept. It is a great
challenge and will be able to become leading model of sustainable community tourism
development in Jordan.

(b) As it was mentioned in the Mid-term Review, to make SEM management committee functional
is a key factor for SEM to be sustainable. SEM has to cope with various issues including needs
to adjust and coordinate tourism development through SEM concept and business and/or profit

based development. SEM management committee has to decide future direction of tourism
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development in As Salt city,

(c) Since the secretariat of the SEM management committee still have been taken by the project
local staff hired by the JICA project, it is anxious that if the committee would sustainably
function after termination of the project. The project manager is able to facilitate the committee
meetings, but it is necessary to have administrative staff to support logistic arrangements such
as coordinating date, gathering ideas of agenda for next meeting from each stakeholders and
setting agenda for the meetings, calling for the meeting, and taking minutes to share with all
the stakeholders.

(d) Also, now Japanese experts playing an important role as managing whole activities taken in
SEM. It is important to clarify leading organization with secretariat function and responsible
person to supervision and organize what is happening in SEM by end of the project period.

(e) The several members of the SEM management committee are high-ranking officials and it is
difficult for them to attend all the meetings which are held every month. The team recommends
establishing Executive committee (working level) for the SEM management committee
consisted of at least one official from each organization. The Executive committee will be
held every month or whenever necessity arises in a timely manner and the SEM management

committee (higher committee) will be held once in 6 months to review progress.

(2) Employment of the Project Local Staffs
(a) The project local staffs are hired by the JICA project and they play important and various roles
for smooth implementation of the project. They contribute to the project as secretary staffs of

the SEM management committee, master trainers of the local interpreters, research assistants
for rediscovering values of As Salt city and developing trails and activities. Also they are able
to be local interpreters during the time that other local interpreters are not able to work since
they are not fulltime employees.

(b) Their roles mentioned above are difficult to be replaced in a short term and it might cause a
great difficulty to promoting SEM if they leave after the project termination. Since their
resignation would influence the sustainable operation of the SEM management committee in a
negative way because of lacking administrative function, this matter needs to be discussed in

the SEM management committee immediately and find the way to solve.

(3) Revising SEM Plan and Marketing and Promotion Plan
(a) SEM plan was revised with the support from Japanese experts in September 2013, however,
the structure and system to promote SEM have changed since then. It is necessary to update the
plan and have consensus among stakeholders by the end of the project. Furthermore, under the
plan, it is recommended to prepare detail annual action plan with reflecting characteristics of
the region and will of community and organized inductively like using SWOT analysis in a
long term.

{(b) Also, although Marketing and Promotion plan was designed in 2014, the term of Action plan
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covered only during April to October 2014. Since tourism products and services of SEM are

ready to have tourists, the annual Action plan for marketing promotion is needed to clarify

what to do, budget for each activities and timeline for taking action by the end of the project.
(¢) It is recommended to organize supporter’s or fan’s group including inside and outside region to

support SEM activities for further revision of SEM in a long term.

Reinforcement of capacity of tour operation and tourism system of SEM

(a) Implementation of monitor tour
Since it is a first time for SDC to operate as a tour operator, it is important to conduct
monitor tour frequently for exercise to check, acquire feedback and improve its land operation.
It would be a good opportunity for local interpreters to practice as well. Also, monitor tour is
effective way to reach target tourists inside and outside Jordan and promote tourism in SEM.
The team recommends that monitor tour should be conducted in every month in this regard
during the project period.

(b) Operational plan of Gateway
When the Gateway will open in May, individual tourists will visit the Gateway and are able to
ask for guiding trail tour. However, it is difficult to deal with all the individual tourist coming
to Gateway in different time, so the team propose to set the time schedule for guiding trails so
that individual tourist can get together for the tour on the predetermined time. SDC needs to
plan those operations before the open of the Gateway which is planned in middle of May.

(c) Capacity building of local interpreters
There are eleven local interpreters trained, however, only four of them are able to work as
English interpreters. Since SEM’s target customers are European tourists, it is important to
brush up other interpreters (English Assistants) so that they can also serve as English
interpreters within and after the project period. Also it is essential to hold training for all the
interpreters on safety management and emergency responses for guiding tourists so that they
will be able to take care of tourists properly.

(d) Detail planning of next Salt festival
Next Salt festival will be held in October 2015 and to make the festival successful it is
important to have commitments from all the stakeholders for preparation and select leading
organization and a responsible person to manage whole operation of the activities in the

festival without help of Japanese experts.

Understanding mechanism or system to promote Ecomuseum

MOTA is now planning to incorporate the principles of Ecomuseum in the next National Tourism
Strategy (2016-2020). It is important for MOTA to take lessons from SEM project as a case of a
successful mechanism or knowhow to promote Ecomuseum. Collaboration among various
stakeholders in the specific region to work with for the same target to promote tourism
development is very important aspect.
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In this regard, the establishment of SEM management committee is one of the key factors to drive
tourism development in Ecomusuem in As Salt city. It needs to be noted that each
component/activity which consists SEM, such as conserving historical townscape, investigating
satellites, developing trails, training local interpreters, developing promotion materials,
implementing awareness raising activities to local people is important and whole the process of
holding those activities should be recognized as essential component for smooth operation and
implementation of Ecomuseum.

Also, all the members of SEM management committee need to be aware of the whole process of
the implementation of Ecomuseum including the activities done by other organizations and move
forward toward upgrading its system and further improvement of services that SEM provide to

tourists.

(6) Awareness raising of the community
The Project made efforts to raise awareness of the people in Salt about SEM, however, there still
needs to have more efforts to raise understanding of the local people to keep their city as attractive
tourism site for tourists. Especially there still have issues such as garbage that people throw to the
streets, and dangerous manner of drivers inside downtown. Since it may take a lot of time to

change people’s mind and actions, it is a long time issue that each organization has to deal with.

5. Lessons learned
The followings are lessons learned from the project.
(1) Harmonization of the concept of Ecomuseum and culture and values of people

It is important to facilitate the harmonization of the concept of Ecomuseum and culture/values of
people in the region for the implementation of the project. The approaches taken by the Project are
fo take advantage of traditional and cultural assets of Salt as “living heritage”,
Although the concept of Ecomuseum was newly introduced in Jordan, it has good connection or
coincided and harmonized with history, culture, and values of the people in As Salt City. That is
the reason the project became generally accepted with Salti people and promoted.

(2) Matching the project concept and roles and strategies of stakeholders

It is important to meet the direction of the project purpose and activities with the needs and the
developing strategy of each counterpart organization.

In SEM, each counterpart organization is now sharing the same understandings on the direction of
tourism development and confirms each task to achieve the goal according to the SEM concept.
The project purpose and the implementation method of the project have been taken through the
Ecomuseun concept and they are in line with the strategy and development needs of each
organization.

Such as diversifying the tourist destination by making use of tourism potentials of minor tourist

sites, new product development by utilizing cultural and heritage resources including traditional
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life style and providing variety of tourism experiences to tourists, conservation of historical
townscape and management, and human resource development.

Therefore, each organization takes a respective role of the project activities in line with their
original duty assignment and the project obtained in-depth understanding of leaders of each

counterpart organization and strong commitments from them.

Careful investigation is needed for selecting project sites in tourism development

As Salt city is the one of the historical cities well known by people in Jordan. It does not have
famous historical sites but has the history and the tradition of Jordan and they meet with the
Ecomuseum concept that the project brought in as mentioned above.

Other than those circumstances, distance from major city, Amman, is very important aspect of the
city to be promoted as a tourism destination. Because of length of time from Amman, it has
potential to have optional tour for spare time which tourists often have in the last day of their trip

which becomes comparative advantage from other cities.

Importance of learning from particular case

Hagi city in Japan has many things in common with As Salt city especially in terms of having
historical townscape so the case counterparts learned by visiting Hagi city was an effective event
for them to observe the actual implementation utilizing Ecomuseum concept and to help draw
detailed pictures in their own mind. It is crucial to observe the good practices in particular for
projects whose major aims are to introduce new concepts and/or to establish new scheme and

structure like this project.

Allocation of appropriate number of counterpart staff from the beginning of the project

In the project, main counterpart personnel (high ranking officials) of each organization have strong
commitments to promote SEM. In terms of working level staff in each organization, they are
actively involved in SEM activities, however, more number of staff allocations is desired for
technology transfer that were planned to be conducted from the beginning of the project term.

It is anticipated that it may bring negative impact for the sustainability of SEM after the
termination of the project.

Therefore, it is desired to assign enough number of appropriate staffs to carry out assigned tasks
from the beginning of the project term to secure the sustainability of the Project.

Implementation of tourism development/promotion project

In implementing tourism development/promotion project, it is common that involvement of
various stake holders and coordination among stakeholders are required.

This Project is in the same manner mentioned above and coordination and operation body was
established named as SEM management committee.

During the Project period, SEM management committee has worked well thanks to the support of
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JICA Expert team, however, its function was found vulnerable after the termination of the Project
according to the result of terminal evaluation survey.

For smooth and effective implementation of similar project, and to make it sustainable, it would be
necessary to clarify and task the role of each stake holder and formulate the rigid, reliable and
responsible coordination bedy during the stage of the project formulation.
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Project Design Matrix (PDM)

Title of the Project: Sustainable Community Tourism Development Project in As Salt City

Term of

Project Site: Old Salt City
Implementing Organization: Ministry of Tourism and Anfiquities (MOTA)
Beneficiaries: MOTA, Greater Salt Miumicipality (GSM)/ As Salt City Development Project (ASCD), Salt Developrment Corporation (SDC) and other tourism related organizations

Cooperation: 3 years from the first date of arrival of Japanese expert dispatched

Annex 1

Ver: 3.0 Approved on 2nd June, 2014 at JCC
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A tourism system consisting of core museum, satellite
and trail is established

Tourism products which utilize and conserve local
cultural resources and benefit local community ina
sustamable way are developed

14 Activities for tourism development of
Salt are taken by the newly established
implementation structure,

2-1 Guidelines for townscape management
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year of the project period.
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developed guidelines: at least one.
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minimum

3-2  Five heritage guides understand the
contents and are able o explain them
on their own.
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people: Two at minimum

4-1 The tourism marketing and promotion
plan, which benefits the local
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Project reportflist of the participants for

Developed tourism promotion materials

Activity

11

Review existing tourism development plans, regulations
and procedures related to conservation of heritages and
historic townscape, study and analyze the current
conditions of tourism marketing and promotion as well

Inputs
Jordanian Side
<Project Staff> Counterpart personnel

<Facilities/Buildings> Office space and necessary facilities for Japanese experts

ﬂmNmmymmmtwﬂadwssmﬁsahdesmdaﬂowmmﬁmh,hmsmmﬁmx

as verify tourism resotrces. energy and telecomnumications.
12 Reviewthe Ecomuseum plan developed by SAPL
(Special Assistance for Project Iimplementation) Japan Side

L

Main counterpart staffs stay at their
positions
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1.3
14

1.5

16

21

22

3.1
32

33

34

4.1

42

Formulate a new Ecomuseum plan and an action plan
Conduct awareness campaign for local community to
understand the values of hving herilage as well as learn
hospitali

Pilot, monitor and revise the new Ecomuseurn plan and
the action plan

Summarize experiences and lessons leamed from
implementation of aforementioned activities.

Review and update the implementation area and the list
of townscape resources developed by GSM
Formulate guidelines for Townscape management and
implement pilot project(s) in accordance with the

idel

Decide composition of trail stories and design satellites
Prepare exhibition interpretation fimctions of HOSM as
core museum including guidebooks, videos and maps
Train museumn staff members and others to be heritage
interpreters

Implement pilot project(s) utilizing the tourism
system(composed of core museumn, satellite and trails)

Formulate Tourism marketing and promotion plans
including Salt brand development plan based on the
result of the study conducted in Activity 1.1,

Conduct marketing activities and promotional activities
in accordance with each plan

Tourism marketing and prometion
Project Coordinator Organizational coordination
Local consultants, if necessary

@
®  Townscape management
®
®

<Equipment/machmery (f needed) >
Equipment necessary for project implementation, others to be discussed

< Training in Japan/m a third country >
As required.

Pre-conditions

1. Necessary counterpart persons from
relevant organizations are assigned.

2. Local community shows the
understanding and cooperative manner
to the Project.







Achievements of the Project

Annex 2: Evaluation Grid: Sustainable Community Tourism Development Project in As Salt City

Evaluation Evaluation Items Findings of the study
Items Main Items Sub-ltems
The The prospect of Registered townscape | The townscape management guidelines are highly evaluated. GSM/ASCD has already started to use the
prospect of | achieving the status resources including historical | guidelines for their townscape management activities. The fact that the guidelines meet the requirement
achieving “The implementation building are well conserved in | of the preparation for the World Heritage registration has promoted the preparatory activities. The
the target of | of tourism the same condition as the time | activities for the World Heritage registration have positive effects on conservation of townscape
overall goal. | developmentin As when registered. resources. In addition, the Project members such as GSM/ASCD observe favorably changes of the
Salt City contributes mindset of the local people towards townscape management. Considering those facts, it is likely to
to conserve historic achieve the target of the indicator 1.
townscape as well as | Peaple's income from tourism | It is almost certain that the Project will achieve the target, given the fact that little people had gotten
fo improve their industry is increased. income from tourism before the Project and some families who receive home visits gain economic
livelihood.” benefits already. However, the Project needs to think how the economic impact could be increased in
terms of the number of people and the amount of benefits for each person, and how the Project would
make a sustainable impact.
In addition to the indicators, there are some signs to contribute to the achievement of the overall goal. In
connection to with efforts to attract more tourists, some stakeholders are working hard on issues of social
infrastructure: GSM works on parking and garbage and SDC works on toilet issue. MOTA also works for
better townscape; the Khader street, for example. These efforts will definitely bring in better livelihood
and better townscape in Salt.
The Tourism development | No. of people who want to The target was achieved. The results of the baseline survey and the end line survey shows that the_
prospect of | which utilizes local have mare tourists is increased | number of residents who want to have more tourists is increased from 71.3% to 96.1%. The results
the cultural resources and | in the project area to 75%. suggest that the interest of the residents in tourism is growing.
achievement | benefit local No. of people who want to tell | The dearee of the achievement of the target cannot be propery judged due to the following reasons.
of the community is stories about Saltis increased | The examination of how the two surveys were conducted suggests the possibility that the question which
project promoted in As Salt by 10%. asked the willingness to tell stories were not conducted properly in the surveys. The question seems not
purpose City to be so appropriate to see changes of the mindset towards the concept of Ecomuseum. It is assumed

that the research company had difficulties in getting expected answers from respondents and descended
into conducting surveys in a distorted way to avoid the difficulties. These things might have been avoided
if the Project had supervised the surveys more appropriately. Those facts weaken the credibility of the
results of the surveys' and it is thought not to be appropriate to use the results for measuring the
indicator.

On the other hand, the Project members, such as MOTA, GSM and the JICA experts, observe gradual
changes of the mindset of local people towards SEM, which are changes that the indicator was

! According to the results of the baseline survey and the end line survey, the number of people who would like to tell stories about Salt to contribute to the tourism development in Salt was
decreased from 39.6% at the baseline survey to 15.5% at the end line survey.
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supposed to measure.

The model of historical
buildings utilized for tourismis
realized at least one case.

9 models of historical buildings ufilized for tourism have been realized as satellites for trails. The realized

models of historical buildings are as follows;

Mosque Church House Meeting place Office
1 2 4 1 1

No. of visitors to HOSM is
increased by 15%.

The number of visitors to HOSM was increased by 216%, from 3,277 in 2012 to 10,365 in 2014 as show
in the table below.

It is regarded as noticeable results, given that the number of visitors to Jordan is on a downward trend
during the same period. On the other hand, the drastic drop of tourists to Jordan in 2015, which is
beyond the control of the Project, causes concerns over visitors to Salt in 2015 and the future.

Number of visitors to HOSM

Year 2012 2013 2014 2015(as of Apr. 10)
No. of visitors 3,277 4,355 10,365 1676>
Year on year -17.0% 32.9% 138.0% N/A

Source: HOSM

Satisfaction level of tourists to
As Salt City is improved to
75%.

The indicator 5 was not measured as planned since the Praject had not been ready for receiving tourists.
In addition, tourists to Salt in general are considered too broad in scope for the Project. Hence, the
satisfaction level of participants in a monitor tour was used as a proxy indicator in the terminal evaluation.
According to the results of the Japanese monitor tours in April, 2015, 89% of participants_gained
satisfaction from the tour; 32% felt that the tour was moare than their expectations, and 57% replied that
their expectations were fulfilled.

In addition, the trail tour was positively evaluated in a FAM trip in February 2014; 95% of the participants
gave good mark (very good 56% and good 39%). And home visit was highly evaluated in a simulation
tour for a Japanese tour agent conducted in December 2014.

Although the proxy indicator was used for the terminal evaluation, it is advisable to conduct satisfaction
surveys of tourist, especially the target customers such as European tourists, not only for measuring the
quality of the product but also for making the product better by getting relevant feedback.

No. of families to receive
continuously "home visit’ is
increased.

4 Families were permitted by MOTA as family who can receive “home visit”.

The terminal evaluation team observed, through a series of meetings with two families, that it is almost
certain that they are willing to receive "home visit” continuously. They are satisfied with home visits very
much and proud of welcoming visitors and sharing their cultures. It was also confirmed that a family had
gotten enough economic benefit already. The family told that they had been able to escape from poverty
due to the home visit

Overall Assessment:

2 Foreigners account for about 20%, according to HOSM




The Project purpose is almost achieved at the time of the terminal evaluation. The reasons are as
follows;

Regarding tourism development which utilizes local cultural resources, the Project developed tourism
products which utilize local cultural resources (the indicator 3), and the products were highly evaluated
by the participants in the monitoring tour and the FAM trip (the indicator 5).

As for tourism development which benefits local community, those products have mechanism of
benefiting local community through various ways such as home visits, local guides, shops included in the
daily life trail, and the Salt brand system. Satisfactory number of local people is incorporated into the tour
products at the time of the terminal evaluation and it was observed that they are likely to continuously be
part of the tour products (the indicator 6). Plus, to pramote tourism in Salf, the strategy and plan were
prepared, and many promotion materials were prepared. These efforts contributed to an increase of
visitors to HOSM (the indicator 4).

The above tourism development cannot be promoted without a proper system and involvement of local
people. In the Project, new manuals and guidelines were prepared. It is a great achievement that SEM
Management Committee was established and has acted as an engine and a coordinator in the SEM
promotion. Involvement of Jocal people in the tourism development, which forms the basis for SEM, has
been promoted through several activities such as works shops, festivals, and kids activities. Those
efforts have been changing their perception of the tourism in Salt (the indicator 1).

On the other hand, there are some concems.

»  Although the number of visitors to HOSM is increasing, the Project needs to make further efforts to
attract more tourists to Salt and connect the tourists to the tour product developed by the Project. It
makes difficult for the Project to raise awareness of local people towards SEM when they do not see
a sufficient number of tourists.

» As seen in the output 1, the Project staff members play a major role in SEM management
committee, especially as secretariat The committee needs to find out what is the best way and what
structure is suitable to secure the sustainability of the SEM committee.

» As seen in the indicator 5, tourism products such as the harmony trail tour has not been tested by
“tourists". The Project received feedbacks from the Japanese participants in the monitor tour in April
2015. The target customer, such as European tourists, however, might react differently. It might be
difficult to conduct satisfaction survey of very appropriate tourists. Still, the Project has to make
efforts to collect feedbacks from various types of tourists.

Those things have to be addressed for finishing the Project successiully.

Progress of | A mechanism to 1-1. The new Ecomuseum The new Ecomuseum plan and action plan was formulated in September 2013 after review of the original
the materialize tourism plan and action plan is plan, which was made by SAPI, Special Assistance for Project Implementation of JICA, in 2008-2009.
Achievemen | development based formulated by 2014.

t of the on the Ecomuseum The plan consists of three parts based on the original plan; basic vision, basic plan and action plan,
Qutputs concept is prepared. which was made by SAPI, Special Assistance for Project Implementation of JICA, in 2008-2009.




The plan firstly clarifies that As Salt City is characterized by "living heritage”, in which inherited tangible
and intangible heritage are amalgamated. Then, the plan suggests the concept of Ecomuseum as a
system which manages the city most efficiently. On the basis of the four management system of the
concept, the plan describes the basic plan and the action plan.

The new plan differs from the original plan in the following points; the new plan specifies the that the
promotion of the concept of Ecomuseum is also effective to be registered as Word Heritage, the plan
describes the roles of SDC, establishment of technical committees, changes of the functions of HOSM,
and detailed description of the fownscape management.

The Project plans to revise some of the contents and have the plan authorized by the SEM management
committee by the end of the Project.

1-2. Ecomuseum related
seminars, aimed at the local
people is held 11 times.

comuseum related seminars, including Kids' Activity, were held 22 times and the total number of the

participants are 396 at the time of the terminal evaluation as follows:
Date Types of Participants Number of | Major contents
participant
; s

1 2012/9/18 Balga governorate, Salt 50 Introduction  of  project,
city government, NGO, Discussion on Ecomuseum
etc. concept

2 201210/3 Business people 21

3 2012/10/8 Persons influential in 14
Salt

4 2012/10/16 NGO 15

5 201210017 School 12

6 20121119 Women group 19

7 2013/7/4 Local people 74 Introduction of the Project,

Salt festival

8 2013/9/21 Local people, volunteer, 65 Introduction of the Project,
media Salt festival

9 201311727 Local people 14 Workshop for stories

collection on Daily life trail

10 2013/12/4 Local people 10 Workshop for stories
(participants in  Salt collection on Daily life trail
festival)

1 20141127 Local people (influential 26 Workshop for stories
people in Salt) collection on Daily life trail

12 | 2014/9/11 School children and 6 Rediscovery of the

13 2014/9/18 teachers 6 attractiveness of Salt City




14 2014/9/28 6 through Kids Activity
15 20141013 10
16 2014/10/16 6
17 2014/10/20 7
18 201410727 7
19 201411/06 6
20 201411113 8
21 2014/11/20 8
22 2014/12/01 6
Total - 396 -

1-3. The draft of operational
management plan for
Ecomuseum scheme is
formulated by 2015.

The Project has made significant progress in development of implementation structure to promote
tourism of Salt under Ecomuseum concept. Through a series of discussions among the stakeholders, the
SEM Management Committee was formulated in February, 2013. The committee is composed of the
stakeholders; MOTA/MOTA Balga, GSM, ASCD, HOSM, SDC, and DOA. The operation management
plan is to be incorporated into the new Ecomuseum plan by the end of the Project.

1-4. Activities for tourism
development of Salt are taken
by the newly established
implementation structure.

The major tourism development activities implemented under the SEM Management Committee, the
newly established implement structure, are as follows;

The committee is beginning to function properly under the initiatives taken by Jordanian side. There are,
however, some occasions which require the involvement of JICA Experis. Especially, the roles of
secretariat such as arrangement of meeting and taking minutes still are played by the Project local staff
hired by JICA.

SEM opening ceremony/Salt Festival (Oct, 2014)

The first certification of Salt brand products (Oct, 2014)

Establishment of the Home Visit system and the approval of four houses (Feb, 2015)

Establishment of the local interpreter system and the implementation of the first training session
{ongoing since Dec, 2014 )

Conclusion of the agreement between MOTA and SDC on the gateway and the Salt brand shop
operation

Development of promotion materials

Development of the daily life trail

Development of tour product in collaboration with HIS, Japanese travel agency

Establishment of the three technical committees and meetings of the committees

& RN

© N,

Overall Assessment:
Quiput 1 is almost achieved at the time of the terminal evaluation.

[t is considered as substantial results that the SEM Management Committee was established and the
committee has been held almost monthly since its establishment. It was, however, observed that
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monthly meetings is too much considering the fact that the committee is the decision-making body and
consists of high-ranking officers, and there is a need to change its structure. In addition, there is a
concern that JICA still plays a major role in the committee especially as secretariat

Qutput 1 would be likely to be achieved by the end of the Project if the above issues are solved.

A mechanism to
conserve historical
urban townscape is
established.

2-1. Guidelines for townscape
management are formulated
by the end of second year of

the project period.

The draft version of the guidelines for townscape management was completed in February, 2014. The
draft was already approved by the Salt city council and is expected to receive final authorization by the
end of the Project. After approval, the guidelines might be revised if necessary through implementation of
the pilot projects. The Project plans to prepare a handbook to promote understanding on the guidelines
of local people and contractors of pilot projects.

It is noteworthy that the guidelines are in line with the requirement of the preparation for the World
Heritage registration and are promoting the preparatory activities.

2-2. No of implemented
townscape management
projects based on the
developed guidelines:; at least
one.

One pilot project has been implemented since May, 2014.

In the pilot project, technical assistance was provided, on the basis of the draft of the townscape
management guidelines, for measurement, preparing drawings on the present state and renovation plan,
safety and health management of the construction site, and preparation of the construction site.

The pilot project covers not a single building but a complex composed of number of buildings. Hence, itis
not likely to complete the pilot project by the end of the Project.

In addition, the Project has encountered difficulties in contacting some owners of the buildings covered
by the pilot project since some buildings are owned by multiple owners. That causes some delays in
implementation.

Apart from the above pilot project, the guideline concept is already introduced in the Khader street
conservation project, which is being conducted by MOTA. In the project, the philosophy of conservation
of historical buildings and houses was applied along with detailed technical guidance of the JICA Experts
including the way of construction works and selection of materials.

Overall Assessment:
Output 2 is considered to be nearly achieved at the time of the terminal evaluation. Regarding the
degree of the achievement of the indicators, the indicator 2-2 is not likely to be totally achieved.

Firstly, the draft of the townscape management guidelines was approved by the city council, and has
been used already for conservation activities by MOTA and GSM/ASCD. Although the pilot project is not
likely to be completed by the end of the Project, it is thought that a mechanism to conserve historical
urban townscape is basically established.

There are points to be considered; more time has come to be required as the size of the pilot project
has become large, it causes delays in implementation that there are difficulties in contacting with some
owners of the buildings covered by the pilot project. GSM/ASCD are expected to complete the pilot
project and upgrade further their technical level for townscape conservation.




Itis noteworthy that the guidelines satisfies the requirement of the preparation for the World Heritage
registraion, and are promoting the preparatory activities. It is also an achievement that newly allocated
internship staff at GSM acquired skills and knowledge to carry out some renovation tasks by themselves.
The achievement was, in addition to the efforts of JICA experts and the staff, brought in due to the efforts
for an increase in personnel by GSM. In order not to lose these precious human resources and the
technologies transferred from the JICA Experts, it is desired that GSM makes best effort to hire the staff
continuously.

In addition to the achievement done by the Project, there are things to be mentioned.

® A JOCV made a meaningful contributed to the promotion of townscape management through
supports for measurements and drawings.

® (GSM is working on issues such as parking and garbage. As for the garbage issues, GSM is frying to
address through several ways, such as improving cleaning system, increasing cleaners, and
introduction of scrubbing equipmentin Salt. It would be better if these efforts are be accompanied by
‘efforts to raise awareness of local people in the garbage issue since the issue cannot be solved
without the involvement of the residents.

A tourism system
consisting of core
museum, satellite and
trail is established.

3-1. No. of developed
exhibition and interpretation
materials; Five at minimum

7 types of exhibition and inferpretation materials were developed so far as see in the table below.
Materials made Number of materials made

Harmony frail map 1,000 printed
Harmony trail video 1 type

Ecomuseum brochure 250 printed
Welcome video 1 type

Daily life trail map 1 type (to be printed)
Dally life trail video 1 type

Education trail video 1 type

Itis also expected that the Project will develop another 2 materials by the end of the Project.

e Education trail map

» Panels for core museum (geography, buildings, trading, travelers, pioneers, SEM introduction, trails
exhibition, living heritage)

3-2. Five heritage guides
understand the contents and
are able to explain them on
their own.

11 trail guides were trained as heritage guides (local interpreter) who understand the contents and are
able to explain them on their own.

The evaluation was conducted by the Project team; JICA experts, MOTA Balga, HOSM, SDC and the
guides were classified by their abilities into three categories as show in the table below.

Category No.
English/Arabic guide 4
Those who can guide in English and Arabic

English assistant/Arabic guide 3




Those who can guide in Arabic and in English as assistant
Arabic guide 4
Those who can guide in Arabic

The Project also three master trainers, who can give training to local interpreters, were also trained. Two
of them, however, are the Project local staff members hired by JICA, whose contracts will be expired at
the end of the Project. That means the Project would lose these precious human resources and the
inputs that went into them during the Project if Jordan'’s side cannot find a way to keep them.

3-3. Five satellites are
formulated.

In total, 32 satellites are formulated.
10 satellites are included in the Harmony trail.

22 satellites are included in the Daily life trail.
Now, a new trail called Education ftrail is being developed. In the process, some other satellites are
expected to formulated and incorporated into the Education trail by the end of the Project.

3-4. No. of developed trails
through feedback and
information from local people:
Two at minimum

Two trails, the Harmony trail and the Daily life trail, were developed. In addition, the Project is working on
the development of a new trail, the Education frail, which is expected to be developed by the end of the
Project. Hence, in total, three trails are expected to be developed.

Overall Assessment:
The Project has produced more outputs than targeted regarding Output 3.

The Project already produced seven exhibition and interpretation materials, whereas the target number
is five. Furthermore, it is expected that the Project will develop another two materials by the end of the
project. The number of heritage guides, 11, also exceeds the target number of five. 32 satellites are
formulated for the target of five at the time of the terminal evaluation.

In addition to the achievement done by the Project, there are things to be mentioned.

® A JOCV played a big role in documenting all the museum objects, contributing to the database
development.

® MOTA Balga/HOSM are actively implementing activities such as awareness and promotion program
for Balga University students and kids' activities.

® MOTA Balga/HOSM produced a video content of the Salt city, in which they utilize the data and
information prepared by the Project.

On the other hand, there is a challenge regarding the sustainability of organizational and technical
aspect of Output 3. The two Project local staff members hired by JICA play a significant role in activities
relating to Output 3. if SEM lose the two capable members, meaning that the efforts that went to them
vanish away, it is certain that SEM will face difficulties in activities such as upgrading skills of local guides
and developing new frails.

Tourism products
which utilize and
conserve local

4-1. The tourism marketing
and promotion plan, which
benefits the local community, is

The tourism marketing and promotion plan was completed in March 2014. The plan showed the
marketing direction of its target segment of tourists, long lists of potential tourism products, sales
channels and others.
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cultural resources and
benefit local
community in a
sustainable way are
developed.

formulated based on the new
Ecomuseum plan by 2014.

However, the action plan was prepared only up to October, 2014.

4-2. The new tourism products
such as Salt brand and Sait
tour are developed.

» Salt Brand

Eight products were certified as Salt brand in 2014.

Selection criteria and process for the Salt brand were set and the Project received 20 applications for the
selection at Salt Festival in 2014. Only certified products are entitled to use the brand logo and the seals
of the logo are provided. The Project is seeking for channels for sales of the products, for example, sales
for tour participants and sales at a shop in Al-Hammam street, in addition to the Salt brand shop. As for
the brand shop, it is decided that SDC operates the shop on the basis of the MOU with MOTA made in
January 2015. SDC plans to hire one staff member for the shop and open the shop by May 12" 2015 at
the latest. Selection of the brand management committee members and the management system of the
brand logo are under discussion.

= Salt tour

As for the development of Salt tour products, the operation of harmony trail tour was reviewed through
the implementation of a simulation tour for a Japanese travel agent, H.1.S. in December 2014. The
purpose was to check if Japanese participants who do not understand English can enjoy the tour by
being accompanied by a Japanese assistant that H.1.S sends. The Project received good reactions from
the agent, and the agent decided to sell a tour product which includes the harmony trail tour. The agent
also is preparing for selling the harmony trail tour as a half-day optional tour on its website.

The current pricing and payment plan for the frail tour up to the end of 2015 is as follows;
s Only frail walk: 15 JD/person

= Trail walk plus lunch: 25 JD/person

= Payment to local interpreter: 7 JD/our

» Payment to family who serves lunch: 8 JD/person

The plan will be finalized soon.

Although some tourism products are developed, there are concerns especially in tour operation, which is

responsibility of SDC.

= SDC has litle experience in arrangement of tour. SDC is expected to gain more experience through
arrangement of monitor tours by the end of the Project.

» MOU with travel agents are not ready.

» What SDC is permitted to do in tour operation is not clear enough. Therefore, that needs be clarified
by the end of the Project.

» There is no sales channel yet; the gateway is not open yet and the way of operation of the gateway
by the local guides is still under discussion.

4-3. The promotion materials
on Salt are prepared: at least
five.

The promotion materials on Salt were prepared on the occasion of the Salt festival such as poster (500
pieces), flier (3,000 pieces), sticker (5,000 pieces), panel (25 pieces), and festival maps.
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The status of other promotion materials are as follows;
Materials prepared
»  Harmony trail map
Harmony trail video
Harmony frail brochure (5000)
Home visit brochure (5000)
Daily life trail video
Education trail video
aterials in process of preparation
Daily life trail map
Salt brochure (5000)
Salt brand products catalog
SEM website (saltcitytour.com)

..I.g....

As for the cost of production of the above brochures, and the development and maintenance of the

website, the Project and SDC agreed with the following points;

® The Project will cover the costs of the first production of the brochures and the costs of the
development of the website.

® SDC will cover the costs of publication of brochures after that, and the cost of maintenance of the
website.

SDC also plans to have part-time staff for maintaining the website including taking care of customers
from the website.

Overall Assessment:
Due to the efforts by the Project, tourism products such as Salt brand and Salt tour are developed, and
promotion materials are also prepared to a satisfactory extent.

On the other hand, there are concerns in operation and promotion of those preducts. The monitor tour in
April 2015 was arranged by the JICA experts and SDC has never arranged a tour yet. The gateway is
one of the most important sales channels but it is not open yet..

SDC has a huge advantage over other stakeholders such as MOTA/HOSM and GSM/ASCD in flexibly. It
is expected that SDC will overcome the above issues through utilizing its advantage.

Input

Input (Japan) Enhancement of the output by | Inputs from Japanese side in terms of the number and expertise of experts are highly evaluated. The
the manpower input of JICA experts consist of members from several organizations; consultant, university, and local
Japanese experts (number, government. The inputs are well balanced and all the members were needed for carrying out the Project.
expertise, timing, performance)

Input (Jordan) Enhancement of the output by | Key personnel for implementation of the Project were secured from each counterpart organization, and

the manpower input of

have made significant contribution to the Project. However, Jordanian side needs to allocate more
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counterpart personnel personnel in order to ensure the sustainability of the Project's outcomes. On the other hand, itis

assigned evaluated that GSM/ASCD allocated two internship staff members, who acquired skills and knowledge to

* same as above captioned carry out some renovation tasks by themselves. Continued employment of them is desired.

Process of the Project Implementation

Process of Progress of PO If activities were implemented | Activities were mostly implemented as planned.

the as planned

implementati = : - - =

Management system | Communication among Sharing and exchange of information between Japanese experts and counterpart organizations are

o of the Project organizations/personnel ~the almost satisfactory in general through weekly and monthly meetings. The Project always keeps the
extent of sharing info and records of the meetings’ contents and circulates them by e-mails. In addition, in the case that
challenges that are/were counterparts misses the meetings, Japanese experts sometimes visit them to share the meeting's
encountered contents in addition to these e-mails. Through such efforts with the systematic information sharing

platform, necessary information is shared almost enough among all.

Monitoring Responsible persons and organizations keep tracks of the progress in their own each task, and report
them at the weekly and monthly meetings. On the basis of the reports Japanese experts and counterpart
organizations determines the next steps and solutions. It is evaluated the monitoring has been
conducted well enough.

Ownership of C/P Ownership Ownership of C/P organization, especially MOTA Balga has become much better.
organization
Counteractions to Arrangement of input contents | In addition to the originally planned manpower inputs, the Project has effectively utilized external human
more effective and/or volume in accordance resources such as volunteers.
implementation of the | with the Project
Project implementation process
Modification of Project | * Timing to modify PDM - PDM was modified once for introducing new verifiable indicators after nearly one year passed since the
Design * Justifiability to modify PDM, if | Project launched. The modification process was essential for completion of the PDM, and is evaluated
any appropriate on the timing as well.
Evaluation by the Five Criteria
Relevance Priority Consistency with Japanese Country Assistance Policy for Jordan (2012) sets "Supports to sustainable economic development” as

ODA policy

one of the three priority assistance areas. In this area, the Policy mentions that Japan supports the
sectors that have development potentials such as tourism sector from institutional andfor technical
aspects.

Caonsistency with the
development policy of the
Jordan government

The Executive Development Program 2011-2013, which is a primary governmental development policy,
stresses the importance of the fourism sector development as one of the major seven macro frameworks.
The program advocates that the country should deliver more tourists to currently minor tourist sites
besides major destinations by making use of their tourism potentials. The National Tourism Strategy
2011-2015 also emphasizes the importance to develop attractive tourism products as well as to provide a
variety of tourism experiences to incoming tourists. The Strategy precisely mentions the necessity to
improve the tourism products by use of cultural and heritage resources. The Project’s direction, which is
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to promote sustainable tourism in As Salt city with use of histerical and cultural resources, is exactly in
line with the governmental palicy.

Necessity

Needs of Salt City/ASCD

As Salt city and ASCD have been long making efforts to promote tourism in As Salt city with its historical
townscape and traditional life style. The Project aims at developing tourism from various aspects on the
basis of the Ecomuseum concept, whose philosophy is to cherish historical and traditional assets. [n this
line, the Project's activities meet with the development needs of As Salt city and ASCD.

Besides, one of the long-time wish of As Salt city is to be registered in the World heritage of UNESCO.
The Project, especially the output 2 is in line with the city’s needs.

Needs of MOTA

MOTA has been paying attention to diverse the tourist destination on the basis of the governmental
tourism policy. The approaches taken by the Project are to take advantage of its traditional and cultural
assets of Salt as “living heritage”, which expectedly ascertain another tourism potential beside
archeological tourism. Moreover, the promotion of Ecomuseum in Jordan is now becoming one of the
tourism development strategies of MOTA.

Looking at MOTA Balga, it has long engaged in development of tourism at Sat as a governmental
responsible organization in the area. The Project’'s promoting activities for Sait's tourism match with the
MOTA Balga's organizational mission.

Needs of SDC

SDC has been working for city's social and economic development as a nonprofit organization for the
past decades. The Project’s aim is to promote tourism of As Salt with active participation of local people .
and expectedly to lead to the economic and social development of As Salt city. The Project is matched
with the SDC'’s organizational mission and the needs.

Needs of HOSM

HOSM needs to enrich the contents and displays of the museum in order to fully function as Core
museum under the Ecomuseum concept. In addition, it is required to make consecutive efforts for
collection and management of information on the traditional and cultural assets in the city. The series of
activities in the Project directly contribute to these HOSM's needs.

Appropriateness of
project design

Stakeholders’ involvement

All the necessary stakeholders, MOTA, GSM/ASCD, HOSM, SDC, JTB and local people are involved in
the projectimplementation. Project design in terms of the stakeholders’ involvement is evaluated
appropriate.

Design of PDM in terms of
logical structure

The relation between outputs and the project purpose is logically consistent.

Advantaae of Japanese
technologies

The Project has been introducing a series of knowledge, experiences and technical skills that have
been accumulated in Japan. Hagi City's experiences in particular, on tourism promotions and marketing
with local people’s participation were utilized effectively in the Project. Ideas such as “open house”,
“home visit” and “kids activity” are the representative examples that the Project has already applied.

In addition, the regulations for preservation of historical buildings and houses/area and land use plan in
Japan are the effective example, whose concept can be applied to tourism development in As Salt city.

Effectiveness

The prospect of the
Project Purpose
achievement

Is there a prospect that the
Project Purpose is achieving
within the project period?

The Project purpose is almost achieved at the time of the terminal evaluation. The indicaters of the
Project Purpose are almost achieved.

The Project has prepared mechanisms, in which local people have occasions to get benefits from
tourism, such as home visit, local guide, daily life trail, and Salt brand. It is alse a noticeable outcome that
the number of visitors to HOSM is increasing under the situation where the number of visitors to Jordan is

A
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decreasing.

The harmony trail and local guides were highly evaluated by the participants in the monitoring tour.
Although the indicator 2 was not able to be measured, the supplemental information indicates positive
changes the mindset of local people towards SEM.

The above tourism development cannot be promoted without a proper system and involvement of
local people. Itis a great achievement that SEM Management Committee was established and has acted
as an engine and a coordinator in the SEM promotion.

On the other hand, there are some concerns. The Project still needs to make further efforts to attract
more tourists to Salt. SEM management committee needs to find out a way to secure its sustainability.

Causality of Outputs
and Project Purpose

Do outputs contribute to
achievement of Project
Purpose?

All outputs contribute to the achievement of Project Purpose

Are there any changes in the
important assumption for the
project purpose?

Market conditions have become worsen

Are there any contributing or
hindering factors for the
achievement of the Project
purpose?

Contribution factors
1) High commitment of leaders of each counterpart organization

Each leader of the counterpart organizations understood the purpose and significance of the Project,
and then engaged in the series of the activities. High commitment of leaders is one of the major
contribution factors to the Project's progresses.

2) Training in Japan

It is crucial to observe the good/advanced practices in particular for projects whose major aims are to
introduce new concepts andfor to establish new scheme and sfructure like this project From this
viewpoint, visiting Hagi city was an effective occasion for stakeholders to observe a good practice and to
draw detailed pictures in their own mind. Experiences in the fraining directly contributed to smooth and
effective implementation of the Salt festival in 2013 such as open house and home visits activities.

Also, information on the policies/regulations for townscape management, incentive mechanisms
including subsidy that are being introduced by Hagi city also contributed to developing information
storage of the counterparts.

3) Consistency between the concept of SEM and needs, mandates and roles of each stakeholder

Itis true that the more difficulties arise as more organizations are involved in a project in general. It is
particularly applied to Jordan. Especially, many organizations, such as MOTA, HOSM, GSC, ASCD,
SDC, DOA, and JTB, take part in the Project. It was their first time to work in such circumstances. Even
with these factors, in SEM, the stakeholders implement activities in a good coordinate manner. It is
partly because of the consistency between the concept of SEM and needs, mandates and roles of each
stakeholder. They all accept the concept of SEM deeply and share the same goal. That becomes a
driving force to have all the stakeholders work towards the same objective in harmony in the Project.

Hindering factors for Project
purpose and outcome

@ Although the importance of having sufficient number of staff members at each organization has been
emphasized, the Project has not witnessed much improvement in the issue. That situation has made
the technical transfer from JICA Experts difficult.
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® Small number of visitors to Salt makes it difficult to do several things, for examples; 1) The Project is
not able to have tourism products tested by tourists. 2) It is difficult to raise awareness when local
people do not see sufficient number of tourist. 3) Local interpreters and SDC are not able to get
enough experiences.

Efficiency

Achievement of
outputs

Assessment of output, in case
outputs are not produced as
planned, its factors

Overall, the Project produced outputs more than expected, whereas there are some issues to be
addressed.

It is substantial results that the SEM Management Committee was established and the committee has
been held almost monthly since its establishment. There is a concern, however, that JICA still plays a
major role in the committee especially as secretariat.

it was also a great achievement that the developed townscape management guidelines confribute to
promotion of the activities for the World Heritage registration.

As for the output 3, the Project produced seven exhibition and interpretation materials, trained 11 of
heritage guides, and formulated 32 satellites. These numbers largely surpass the targets of the output.
On the other hand, there is a challenge regarding the sustainability of organizational and technical aspect
since the two Project local staff members hired by JICA play a significant role.

Regarding the development of tourism products, the Project produced sufficient number of products.
However, there are concerns especially in tour operation.

If activities are
sufficient for
producing output.

If activities are sufficient or If
any unnecessary activity

All the activities are necessary and the activities defined in Project were sufficient

Input (HR)

Japanese Experts

Inputs from Japanese side in terms of the number and expertise of experts are highly evaluated. The
JICA experts consist of members from several organizations; consultant, university, and local
government. The inputs are well balanced and all the members were needed for carrying out the Project.

Jordanian staff

Key personnel for implementation of the Project were secured from each counterpart organization, and
have made significant contribution to the Project. However, Jordanian side needs to allocate more
personnel in order to ensure the sustainability of the Project's outcomes. On the other hand, itis
evaluated that GSM/ASCD allocated two internship staff members, who acquired skills and knowledge to
carry out some renovation tasks by themselves. Continued employment of them is desired.

Utilization of other resources

The Project uses effectively external human resources as follows:
1) Experts from various fields into “technical committee”
Taking advantage of the technical committee, the Project effectively has obtained expertized knowledge
and information from resource persons. Trail map and explanation texts were made with historians’
verification and advices. The process enhanced the quality of the map. Part of training sessions for local
interpreters were conducted by a university.
2) Jocv

JOCVs contributed largely to tourism development in Salt in various aspects. A JOCV made a
meaningful contributed to the promotion of townscape management through supports for measurements
and drawings. Another JOCV played a big role in documenting all the museum objects, contributing to
the database development.
3) Jordanian Volunteers
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Volunteers have actively participated in the Project activities including guidance for frail tours and
logistical supports while the Salt festival.

Input (material and
facility)

Enhancement of the output
from the viewpoint of material
and facility inputs

Material inputs in the Project focused on only necessary office equipment such as computers, copy
machines, and others. It is evaluated reasonable inputs for the Project implementation in terms of
volume, spec, timing, usability and users

Input (training in
Japan)

Enhancement of the output

Training in Japan was effective and efficient inputs for the Project implementation.

Input (Budget) Amount and timing of the Amount and timing of the budget disburse are almost appropriate.

disburse of budget
Complementary Other projects/programs to There are no particular projects that complement the Project's effectiveness.
effect promote the Project's

implementation and/or results

Duplicated activities | Other projects/programs to There are no duplicated activities with the Project.
conflict or duplicate the
activities of the Project's
Factors that affect Utilization of outside ® The Project has encountered difficulties in contacting some owners of buildings. That causes some
efficiency HR/Organization, network delays in implementation of townscape conservation work.
® To promote SEM in Salt, examinations of the current system or creations of new system were
required. For examples, local interpreter system, tour operation by SDC, creation of Salt brand
system, etc. Those things required a lot of waork.
Impact Prospect of the Prospect of the achievement In the light of the indicators of overall goal, it is likely to achieve the targets.

achievement of
overall goal and
factor analysis

of overall goal.

The highly evaluated townscape management guidelines contribute to the achievement of the
indicator 1, which aims at conservation of townscape resources. The guidelines have been already
used for townscape management activities by GSM/ASCD and MOTA. The guidelines promote the
preparation for the World Heritage registration, and efforts for the World Heritage registration promote
townscape conservation.

Economic benefits on the people in Salt from tourism are likely to increase through home visits, local
guides, shops included in the daily life trail, and the Salt brand system. However, the Project needs to
think how to enlarge these economic impacts in terms of the number of beneficiaries and the amount of
benefits for each person.

Important assumption,
External factors

Small number of visitors to Salt makes it difficult to do several things, for examples; 1) The Project is not
able to have tourism products tested by tourists. 2) It is difficult to raise awareness when local people do
not see sufficient number of tourist. 3) Local interpreters and SDC are not able fo get enough
experiences.

Other impacts

Other impacts
Policy, regulation, target area,
etc.

Positive impacts

® Ecomuseum as an approach of tourism development is likely to be incorporated into the next version
of National Tourism Strategy (2016-2020).

® Some municipaliies in Jordan are getting interested in the concept of Ecomuseum for their
development approach.
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® The townscape management guidelines promote activities for the World Heritage registration.

® The mindset of the people in Salt towards tourism is getting positive and the people are getting more
proud of Salt.

® Stakeholders are working on issues related to the Project such as parking and garbage issues by
GSM/ASCD, toilet and restaurant by SDC, and townscape management and awareness raising
activity by MOTA/HOSM. These efforts are expected to cause positive impact on improving
livelihood, benefits, and townscape conservation.

There are no negative impacts observed.

Sustainability

Policy aspect

Will policy support the Project
after the Project after the
project?

SEM is highly likely to be taken as one of important approaches for tourism development in Jordan’s
governmental policy. SEM, or the Project, is highly evaluated and regarded by MOTA as a materialized
example of the current National Tourism Strategy (2011 - 2015). More importantly, Ecomuseum as an
approach of tourism development is likely to be incorporated clearly into the next version of National
Tourism Strategy (2016 - 2010), which would secure the sustainability of SEM from the view point of
policy.
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Organizational and
technical and
financial aspect

If they can keep implementing
activiies as organization,
technically. And financially

1) SEM Management Committee

That the Commiittee is established with legal status under the higher steering committee supports the
organizational sustainability to some extent. Especially, the roles of secretariat, however, are still played
by the Project local staff hired by JICA. In addition, needs to hold technical committees are expected to
be increased graduelly, meaning that the committee needs budget for the meetings. The committee so
far does not have proper budget. Therefore, the sustainability of the committee depends on if the
committee can have a person who works as secretariat and secure proper budget.

2) GSM/ASCD

GSM/ASCD conduct their job by themselves. It is regarded as an achievement that GSM employed
two internship staff members and they acquired skills and knowledge to carry out some renovation tasks
by themselves. To ensure the technical sustainability, itis desired that GSM continually hires the two staff
member.

3) MOTA Balga/ HOSM

Although MOTA Balga/ HOSM produced a lot of outputs during the Project, these achievement were
mainly done by two members and the two Project local staff members hired by JICA. It is still uncertain if
the two members hired by JICA are able to continue their work after the end of the Project.
Since their roles are crucial for SEM, it is advisable that the issue is addressed in SEM management
committee. In addition, MOTA Balga/ HOSM do not have sufficient budget, which comes from MOTA, to
conduct their activiies. MOTA needs to allocate proper budget for them to be able to promote SEM.

5) SDC

SDC is getting a bigger role in SEM, such as operations of SEM tours, the gateway and the brand
shop. SDC plans to hire staff for the brand shop. Now that the tour products are ready and SDC is about
to be ready in plan but SDC has little experience in actual arrangement of tour and operation of the
gateway and the brand shop. Therefore, it is not certain if SDC is able to manage these tasks properly
and what will happen after SDC starts to operate those things. As for budget, the amount of money would
not be a big issue for SDC, however, the purpose of the usage of funds might become a matter when
SDC raises funds from donors since SDC has to explain to donors and have them agree with the usage.

Social / If any concerns The Project places importance on public awareness all the time. There are no concemns about social
envirecnmental conflicts.
aspects

/¥
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Schedule for JICA Terminal Evaluation mission

Annex 3

Mr. Takagi (Consultant)

JICA HQ Team
(Mr.Nagae, Mr.Takadera, Ms Jimbo)

3|Fri |22:00 {Dep. Narita (EK319)

4|Sat |9:45 Arr. Amman (EKS01)

12:00 [Monitor tour (Site Visit)

5{Sun |9:00 |Mtg wJICA Jordan office

11:00 |Mtg w Project Team

13:00 |Site Visit (Daily life Trail, Harmony Trail (if
|necessary)), House owners

6|Mon | 9:00 |Mtg w Sait Municipality

10:30 |Mtg w MOTA Balga

14:00 |Mtg w Ministry of Tourism and

| Antiquities(MOTA)

7|Tue (10:00 SEM management committee)
12:30 |Mtg w Sait Development Corporation(SDC)
13:00 |Mtg w Local Interpreters (Group interview)

16:30

8|Wed {9:00 Mtg w Jordan Tourism Board(JTB) Ms. Rasha
Hamshawi

10:15 |Mtg w DOA H.E Munther Jamhawi , Director
General

13:00 |Mtg w Historic Old Salt Museum(HOSM)

9|Thu [9:30 |Mtg w Jordan Inbound Tour Operators

Association(JITOA)

11:00 IMta w Jordan Society of Travel AgentsCISTA) |
10|Fri Report Preparation
11|Sat Report Preparation ~
12|Sun_|Easter |Report Preparation 22:00 Dep. Narita (EK319)
13|Mon {Easter

AM Report Preparation 9:45 Arr. Amman (EKS01)

13:00 |Team meeting 13:00 Team meeting

15:00 |Meeting with project team 15:00 Meeting with project team

14|Tue |9:00 Mtg w JICA Jordan office
13:00 |Site Visit (Harmony Trail, Daily life Trail)

15[Wed [9:00 Mtg with SEM management committee at GSM
10:00 {Mtg about output2 at GSM
13:00 {[Mtg about output3 at HOSM

16|Thu |9:00 Mtg about output4 at SDC
14:00 |Wrap up with MOTA

17|Fri Report preparation

18|Sat Report Preparation

19|{Sun |10:00 |Discussion on M/M with MOTA Balga at HOSM
Report Preparation

20|Mon [11:00 |Discussion on M/M with MOTA Balga at MOTA
156:30 |Meeting with HIS (Ms. Aikawa, Jordan Desk)
Preparation for JCC

21|Tue |AM Report Pereparation
13:00 |JJCC Meeting (Reporting & Signing M/M) at MOTA

22|Wed [9:00 |Report to EOJ (Mr. Kuwana, 2nd Secretary)
10:30 |Report to JICA Jordan Office
17:30 |Dep. Amman (EKS04)

23[Thu [17:35 |Arr. Nanta(EK318)







List of Equipment delivered

Annex 4

First year
Name of equipment Quantity Buying Unit | Buying  Total | User
Price (JD) Price (JD)
Desktop Computer 2 885.00 1,770.00 HOSM
(Lenovo ThinkCentre M92P ASCD
with Office)
Copy machine 2 3,550.00 7,100.00 MOTA
(Canon iR C2020L) HOSM
Color Printer 3 206.00 618.00 MOTA
(Brother MFC-J 6510DW) HOSM
ASCD
Projector+ Projector case 2 378.45 775.90 MOTA
(NEC V260G)+1 projector case | 1(Project | 19.00 HOSM
Case)

Laptop Computer 3 1,119.00 3,357.00 MOTA
(Dell XPS 13 with Office) HOSM

; ASCD
Tablet Computer(IPAD)with | 2 628.45 1,256.90 HOSM
case ASCD
Software for picture edit 2 969.50 1,939.00 HOSM
(Adobe Creative Suite Design | (4 users) ASCD
Standard6.0)
Distance Measurement Device | 2 JPY120,900.00 | JPY241,800.00 | HOSM
(Leoca DISTO D8) =1,067.55JD =2,135.10JD ASCD
Digital Video Camera (LEGRIA | 1 386.207JD+13,2 | 499.794 HOSM
HF R26E) with Tripod & 20IPY( =
recording mic 113.587JD)
Digital Camera 1 731.897]D 731.897ID ASCD
(Nikon D3200)
Compact Digital Camera 1 214.655JD 214.655]D HOSM
(Olympus SZ-14)
Compact Digital Camera 1 262.931JD 262931JD ASCD
(Samsung WB850)
Total 23 20,661.177JD

)



Second vear

Name of equipment Quantity Buying Unit Buying Total User
Price (JD) Price (JD)
LCD Monitor 699 699
(Panasonic TH-P50X60M) 1
1 749 749 HOSM
DVD Player 1 59.00 59.00
(SONY DVP-SR760HP)
Laptop Computer 1 840.98 840.98
(Dell XPS 13, Office, Case)
Total 4 2,347.98]JD
Third year
Name of equipment Quantity Buying Unit Buying Total User
Price (JD) Price (JD)
Digital Monitor 50-inch(*) 1 : 4
Spotlight(*) 12 < ;
HOSM
Total -
(*) in process: the cost has not been fixed yet.
— 100 —
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