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0. Summary
The Project was implemented for the purpose ofrgjtieening of the management
of the Galapagos Marine Reserve (GMR). The projelfective is an important
policy objective of the Government of Ecuador, Higheeded and compatible with
Japan’s ODA policy. Many of the planned outcomedl Project, however, do not
have a direct link with the Project objective. Snthe relationship between the
Project objective and some of the planned outpstguestionable, the relevance of
the Project is evaluated as fair. On the other hamdst of the outcomes were
generally achieved as planned and the activitieeehaostly continued. As a result,
the Project has successfully realised improved awass among local residents on
environmental issues through environmental educatistirengthened conservation
activities based on the newly-established reseaand water quality monitoring
functions and the promotion of sustainable fishetierough participatory monitoring.
Since certain positive effects of new environmentahservation activities by key
actors have been confirmed, the effectiveness mnphct of the Project are evaluated
as high in relation to the prospective achievemaithe overall goal. At the initial
stage of the Project, many activities stagnated wuéhe disorganized situation of
the counterpart (C/P) organization (implementingeray), worsened relationship
with local fishermen and problems surrounding teaskehold of the land earmarked
for the construction of the Communication Center fonvironmental Education
(CCEE). With increased inputs, including the diggabf more Japanese experts and
the recruitment of more local staff, the Projectswaompleted in five years as
planned. Based on these facts, the efficiency & BEroject is evaluated as fair.
Although many activities initiated under the Prdjere continuing, there is some
concern in regard to the function of the ParticipatManagement Board (Junta de
Manejo Participativa: JMP) and the financial siioat of the implementing agency.
Based on above findings, the sustainability of Bweject is judged to be fair.
In light of above, this Project is evaluated togsatially satisfactory.
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1.1 Background
The Galapagos Islands (population of

approximately 25,000 as of 2012) of Ecuador aq%i;?'

an archipelago of volcanic islands located arouriq‘
the equator in the Pacific Ocean, approximateilv‘ i
1,000 km west of continental Ecuador. Due to thefd S\ =%
isolation from the continent, a unique local wv..fffa Cru

e

ecosystem was developed. Since the preservationis
of the local nature and its value for tourism is an
important policy agenda, the Government of
Ecuador introduced the Special Laim 1997. This

was followed by the formulation of a strategic pléor the Galapagdsin 2002

Galapagos Islands

aiming at satisfying both the preservation of thedwersity on the islands, which is
truly precious from a global point of view, and tdevelopment of local tourism.

As a remote archipelago, the Galapagos Islandsitioaclly have a unique
administrative body called the Participatory Manmgat Boards (JMP)which is

! Special Regime Law for the Preservation and Sustaie Development of the Province of
Galapagos.

22010 Strategic Plan for the Conservation and Snatde Development of the Galapagos.
With a target completion year of 2010, this plamsisted of four main pillars: control of
the population increase, integrated managementhefland area, effective utilization of
natural resources while solving the conflict betwdeshermen and the tourism sector and
establishment of an ocean security system.

®The JMP is a local mechanism designed to ensugesthooth management of the GMR by
dealing with any problems of the GMR while avoidinge-sided decision-making by the
centralgovernment jn yview of the remote location of the Galapagoats. members represent
the Galapagos Artisanal Fisheries Sector, Galap&jwsmber of Tourism, Charles Darwin
Research Station of the Charles Darwin Foundat©®bK), Naturalist Guides Association
and Directorate of the Galapagos National Park (BPNrepresenting the five most
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designed to avoid the enforcement of one-sidedgieess by the central government
and to facilitate decision-making through a conssnamong local stakeholders. In
2002 the DPNG (Direcion del Parque Nacional Galésagvas concerned about the
depletion of such fisheries resources as sea cueumid lobster and decided to ban
their fishing. Local fishermen reacted badly to sthilecision and the resulting

confrontation between the DPNG and fishermen impedéorts to conserve the

ecosystem in the GMR. Ecosystem conservation effomt the coastal Galapagos
stayed behind the corresponding efforts inland,spneably because of insufficient

basic data on fisheries resources, impacts of wastier discharged by residents to
the ocean, weak environmental awareness amongrfisdre and local residents and
poor communication between fishermen and the DPNG.

In January, 2010, a tanker ran aground in a baysan Cristobal Island and
began leaking oil. The JICA dispatched a study tdéanfrebruary, followed by the
dispatch of three experts on ecosystem conservatidnle searching for the
possibility of providing long-term cooperation ftre protection of natural resources.

Responding to the action by JICA, the GovernmenEofiador requested the
Government of Japan’s implementation of a projeesigned to strengthen the
management of the Galapagos Marine Reserve (GMRerAnalyzing the problems
by two short field surveys conducted in 2001 and20the JICA implemented a
technical cooperation project entitled “the Projémt Conservation of the Galapagos
Marine Reserve” (hereinafter the Project) for aipérof five years from January,
2004 with the DPNG acting as the implementing agerithe Project consisted of
wide-ranging activities, including the communicatioof information to fishing
communities, environmental education, oceanic sysyevater quality monitoring
and the sustainable management of resources. Vélsdemulating vital information
on marine conservation, the Project attempted tengthen the management system
of the GMR through the establishment of alternatimeans of livelihood for
fishermen, improved awareness of marine consermabip local residents and the

important sectors in the Galapagos (i.e. fishingtsg tourism sector, natural conservation
sector, science and education sector and naturgligddes). The JMP was established in
1998 based on the Special Law. The JMP makes itdistbns by consensus but these
decisions have no legally binding power. When nogsensus is reached by members of the
JMP, the agenda in question is sent to its supebiody, the AIM (Inter-Institutional
Management Authority), of which the main members egpresentatives of the Ministry of
Environment, Ministry of Tourism and Ministry of Dense along with some member
bodies of the JMP. Decisions by the AIM are basedaomajority vote and have legally
binding power, forcing all member bodies to abide duch decisions. The revision of the
Special Law in 2012 has led to a proposal to rexls® members of the JMP to consist of
representatives of the islanders of each islantjape nature conservation bodies, private
tourism sector, health sector and fishermen (furthetail in 3.4 — Sustainability).
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sustainable management of local resources amorngriisen. From the time of the
mid-term review of the Project in 2006, the objeetiof the Project was changed
from “promotion of participatory conservation adties for the ecosystem of the
GMR” to “strengthening of the participatory managarhsystem of the GMR”.

1.2 Project Outline

GMR conservation and sustainable management is @t@an
through the participation of key act8rchanged from the

Overall Goal _ .
“strengthening of the system for the conservatibthe

ecosystem of the GMR” at the time of the mid-termaleation)

Participatory Management System of the GMR is gitkaned
_ L (changed from the “promotion of participatory consgion

Project Objective o ] ]
activities for the ecosystem of the GMR” at the ¢iwf the mid-

term evaluation)

Information flow on marine reserve management isrsgthened
Output 1 . -
among fishing communities

Output 2| Environmental understanding is promoted to the loesaidents

Outputs | Output 3| Information of marine life and ocean environmentrisreased

Output 4| Water quality monitoring system is established anta Cruz

Sustainable resource management for artisanal flistés
Output 5
supported

Japanese Side:

1. Experts: 22 personnel in total

e Long-Term (7) e Short-Term (15)
Trainees received (in Japan): 10 personnel
Trainees for Third-Country Training Programs: none
Equipmentsupplied: 20 million yen

Inputs .-
Local cost: 143 million yen

A

Others (incl. dispatch of related missions)
Ecuadorian Side:

1. Counterpart(s): 18 personnel in total

Project Director, Project Manager and other coupdetr

personnel (DPNG staff, etc.) (all part-time postshwother

* The key actors are organizations, individuals ardups closely linked to the Project.
Some examples are schools, fishing cooperativeshiomal office and tourism-related
bodies (as defined in the mid-term evaluation).
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regular work of DPNG other than the Project Manager
Procurement of equipment, including vehicle
Use of the land owned by the CCEE to accommodade th
Project Office and provision of utilities

4. Local cost: counterpart salaries and training cost

Total cost 682 million yen

Period of January, 2004 - January, 2009

Cooperation

Implementing Direccion del Parque Nacional Galapagos (DPNG), istiy of
Agency the Environment

Cooperation None

Agency in Japan

- Environmental Management Program of Galapagasniss,
IDB, 2001-2005

- Control of Invasive Species in the Galapagos Apehago,
GEF, 2001-2006

- ARAUCALIA Project Integral Galapagos, 1999-2004

- Monitoring of Galapagos Islands, Fundacion NafWearld
Bank, -2004.

Related Projects

1.3 Outline of Terminal Evaluation®
1.3.1 Achievement of Overall Goal

There has been increasing interest in GMR conseyrmaamong not only the
five member sectors of the JMP but also other sasc{municipal office, teachers,
students and women’s groups). As these sectorgxpected to grow to become key
actors for GMR conservation, at terminal evaluatidn was judged that the
continuation of the activities initiated under tReoject by the implementing agency
in the post-project period is likely to achieve tloeerall goal. Moreover, the
relationship between key actors in environmentahssrvation, such as fishing
cooperatives and the DPNG, has been improving, ssiggg the likelihood of
increased activities based on the proposals ofdagrs.

1.3.2 Achievement of Project Objective

Although the number of meetings and number of cosss decisions made
by the JMP, one indicator of Project objective, ased in 2007, definite qualitative
improvements, including improvement of the consuttia process of the JMP were

5 Terminal evaluation is carried out six months before the termination of project.
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found. It was evaluated by Terminal evaluation ttte¢ Project objective was being
achieved.

1.3.3 Recommendations
The following recommendations were made at theetimf the terminal
evaluation.

1) Strengthening information dissemination system oPN®, including the
publication of monthly bulletins and television amddio programs on the
GMR.

2) Strengthening collaborative relationship of DPNQhwsecondary schools on a
coordinated teaching schedule and collaboratiorh w&tachers. Promotion of
discussions with the Ministry of Education or itffice in the Galapagos in
order to integrate project-related activities it curriculum which is to be
developed through the comprehensive reform of etlaodn the future.

3) Increase the number of technicians/engineers tggnyg implement ocean
monitoring. Collaboration between different secsomithin the DPNG, such as
the Marine Resources Administration, is desirableng with collaboration
with the CDF and other related organizations.

4) With regard to alternative income sources, develepiof a scheme to support
activities for small and micro-enterprises by meaot providing vital
information on training credit access and finangingproduction,
commercialization of their products and tax.

5) Preparation and implementation of an operatidanpfor the CCEE with
secured staff and the renewal of exhibitions by BfeNG for environmental
education in communities.

6) Securing financial sources of JMP by DPNG ane tlontinuation of the vital
functions of the JMP and AIM.

2. Outline of the Evaluation Study
2.1 External Evaluator
Wataru Yamamoto (Global Group 21 Japan, Inc.)

2.2 Duration of Evaluation Study
The ex-post evaluation was conducted over the falg period®

® Interviews comprising a beneficiary survey werendocted with 48 fishermen based at
Puerto Ayora, 30 participants of the environmentducation program, 32 ordinary
residents and five members of women’s groups. Idita@n, an ex-post evaluation
workshop was held to which people from the DPN&ject participants, representatives
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Duration of the Study: October, 2011 — July, 2012
Duration of the Field Study: January 328", 2012 and March 25-31%, 2012.

2.3 Constraints to the Evaluation Study

As the objective of the Project is considered toumsuitable to indicate the
overall effect of the Project, it is decided thafarmation on the achievement status
of the relevant indicators for the project objeetiare described in this report for
reference purposes only. This decision is furthgymorted by the fact that there is a
logical gap between the planned outputs and th¢eptmbjective. Due to the fact,
the achievement of each indicator for the projelofecotive was not used in relation
to the evaluation of effectiveness and impact af Broject. Instead, the outcome(s),
impact(s) and state of activity continuation werealysed for each planned output so
that they could be evaluated in an integral manner.

3. Results of the Evaluation (Overall Rating: C)
3.1 Relevance (Rating(2)8)
3.1.1 Relevance with the Development Plan of Ecuad

As already described in the section on the backgdoof the Project, the
preservation of the nature and tourism value of @&apagos was an important
policy agenda at the time of the commencement ef Phoject in 2004. In 1998 a
management plan for the GMR was prepared for theureaconservation and
sustainable utilization of local resources. Follogithe adoption of the new
constitution in 2008, the Government of Ecuadortatsd the importance of the
preservation of the natural resources and theirisou value of the Galapagos
National Park and GMR and began to restrict resetént from continental Ecuador
to the Galapagos. In addition, the Galapagos becamgecial district managed by a
governmental council representing, the Ministry &hvironment, Ministry of
Planning and Ministry of Tourism, among others, ander to strengthen the
conservation system for the area.

Accordingly, the Project was generally relevant tbe policy of the
Government of Ecuador to promote protection of tla¢ure of the Galapagos at the
time of both the ex-ante evaluation and ex-postuataon.

of local communities, those working in the educatisector and participants of the
education program were invited so that the opiniofisas many stakeholders as possible
could be heard.

" A: Highly satisfactory; B: Satisfactory; C: Paliy satisfactory; D: Unsatisfactory

8 ® High; @ Fair; ® Low



3.1.2 Relevance with the Development Needs of Ecuad

At the time of the planning of the Project, the D®Nnhtroduced restrictions
on local fishing activities in the light of the deping marine resources. As the
opposition of fishermen against the restrictiontensified, it was needed to improve
the communication with fishermen and the developmeh alternative income
sources if the sustainable management of marineuregs was to have any chance
of success. Meanwhile, the limited opportunitiesptovide education on the marine
environment for islanders meant that the incentifcesthem to become serious about
environmental conservation required an increasedrenmental education from the
long-term viewpoint. In this sense, the contentstlod Japanese assistance for the
Project were relevant to the needs of the Galapagake time of planning.

The number of tourists visiting the Galapagos hasrb increasing by
approximately 10,000 a year in recent years and rteeessity to protect marine
environment was even higher at the time of the demgn of the Project than at the
project planning stage and there is still a comsistneed for the sustainable
management of the GMR which was aimed at by thgefeto

3.1.3 Relevance with Japan’s ODA Policy

The Policy Consultation Mission sent to Ecuador Hebruary, 1999
confirmed that the priority areas of Japan’s ODAigy for Ecuador were “poverty
reduction”, “environmental conservation” and “disassprevention” and the Project
falls in the key area of “conservation of the nafuenvironment and ecosystem” of
“environmental conservation”. The Databook of Japaviinistry of Foreign Affairs
for Ecuador lists environmental conservation agiarggy and Japan’s Medium-Term
Policy for ODA also emphasizes the importance ofunal environment sector for
cooperation. The Project is, therefore, evaluatechighly relevant to Japan’s ODA

policy.

3.1.4 Appropriateness of the Project Design

In connection with the Project, the first shortserstudy (July, 2001),
analyzed the existing problems and identified vasichallenges for environmental
conservation efforts in the Galapagos. The secdmtgerm study (March, 2002)
proposed a program consisting of several techreoalperation project incorporating
wide-ranging activitie$. It was finally decided that some of the proposeidle-

9 Program Outputs proposed at the second short-téudys
1: Pilot project to implement a participatory emmimental monitoring and feedback program for
the RMG to improve the management plan for respolesise of marine tourism sites and ports
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ranging activities would be put together to createroject. Because of this historical
background, the activities included in the projeotre diverse with weak linkage
between their outputs.

The objective of the Project was set as “strengitihgrof the participatory
management system” (“promotion of conservation bé tecosystem of the GMR
through resident participation” prior to the changfethe objective). For the actual
achievement of this objective, it is necessary xpand the scope of members of the
JMP  (currently the members of JMP are only représ@es from
fishery/tourism/science sectors and naturalist ad representative of education
sector/civil society is a member). It is also nessgy for the opinions of each
member of the JMP to properly reflect the opinioof the organization he/she
represents. For instance in the component of enwental education, the proper
function of such a mechanism demands that the perseho participated in
environmental education under the Project needettolne a member of the JMP by
forming community groups and gradually obtaininglipoal power and support to
the extent that members of the JMP may be replame@xpanded. In short, the
initiatives by local residents are essential toiacé the objective of the Project.

In reality, many of the outputs of the Project slynponsisted of the activities
of technology transfer to the DPNG as the C/P ormgation and were not directly
linked to the achievement of the objective of threjBct.

Therefore, even though many activities in fielddated to environmental
conservation were implemented under the Projeat, lthkage between individual
outputs was weak to the extent that these outpaid ho direct links with the
objective of the Project, suggesting the existeata gap in logic (so-called theory
failure) in the original project design.

Based on the above analysis, although the Projest mighly relevant to the
development plan and development needs of Ecuaslevedl as Japan’s ODA policy,
the appropriateness of the project design was pankestionable. Consequently, the
overall relevance of the Project is evaluated as fa

2: Implementation of cross-sectoral community comication and feedback system to enhance
management and decision making in natural resouacgsconservation

3: A precautionary resource management and consiervanodel that takes into account changes in
coastal productivity associated with fluctuatiomsaceanographic factors

4: An income diversification strategy and professtization program for the fishing family
workforce to reduce dependency and fishing pressuréeavily exploited resources

5: An enhanced capacity to monitor and manage intgpattourism activities at selected marine
sites



3.2 Effectiveness and Impacf (Rating: (3))
3.2.1 Effectiveness

The implementation of the Project did not achiele bbjective of the Project,
i.e. strengthening of the participatory managemsygtem of the GMR. Due to the
weak linkage between the said objective and thepwist suggesting theory failure
regarding the objective, the state of achievemeinthe project objective is only
evaluated as reference data.

As described below, the planned outputs of the &ubjwere generally
achieved and the relevant activities have beeninaimg with some exceptions. The
expected outcomes and impacts were observed in noarigut areas. Of the six
planned output areas, four have witnessed the esmery of new environmental
conservation activities by key actors, including timtroduction of a new section in
the DPNG and environmental conservation activitieg the municipal office,
illustrating the certain positive effects of theokact towards the achievement of the
overall goal. Based on these analysis results, dffectiveness and impact of the
Project are evaluated as high.

3.2.1.1 Project Outputs

1) Output 1: Information flow on marine reserveamagement is strengthened
among fishing communities

Indicator 1.1 Increase of the knowledge of GMR nmaraent of fishing
communities by 50%

Indicator 1.2 Increase of the level of internal asgternal communication
involving four fishing cooperatives in the Galapagand their
members by 40%

With the implementation of the Project, informati@m local fisheries and
fishing cooperatives, natural resources of the GliRd progress and results of
discussions at the JMP was disseminated to locahefimen in the form of
newsletters, radio and television broadcasting simart messages for mobile phones.
At the time of the terminal evaluation, the peraagdg of fishermen feeling that they
“always” receive information on GMR management gased by 16.7 points in three
years from 31.3% in 2005 to 48% in 2008 (i.e. acréase rate of 53%). Even though

%In this report, judgement of the effectivenessniade with additional consideration of the
impact.
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the level of indicator achievement at the time objpct completion was unknown,
according to the beneficiary survey conducted a# & the ex-post evaluation,
fishermen received information on the GMR from mdprograms (42%) and
television programs (54%) sponsored by the DPNG 38% of fishermen said that
such information was useful. As information on GMfRanagement was disseminated
to local fishing communities by means of a rangeDHNG activities (radio and
television broadcasting, distribution of newslesteand short messages for mobile
phones), the level of knowledge of the GMR and ntanagement is evaluated as
having increased.

Based on the above, the Project is evaluated asm@achieved Output 1 by
the time of the project termination.

2) Output 2: Environmental understanding of looadidents is promoted

Indicator 2.1 Number of events on GMR conservatiehd at the CCEE

Indicator 2.2 Number of participants in conservatiactivities organized by the
CCEE

Indicator 2.3 Level of participation in conservatiactivities and increase of
knowledge of the GMR among the participants of the
environmental education program

The Training Center building and Exhibition Centdyuilding, both
constructed under the Project, were opened in J2@D6 and March, 2008
respectively. In 2007, 55 events were held at thlraining Center, ranging from
presentations to training sessions, cultural exgeanand meetings of the INGALA
(Institute Nacional de Galapagos). In 2008, an agerof 3 — 4 events was held
every month. This trend continued until the endtod project period. At the time of
the ex-post evaluation, the number of events atGB&E stood at around 3 — 4 times
per month.

According to the DPNG, the Training Center wasdibg some 1,500 people
in the first seven months of 2008 (on average 2¥wopbe/month) while the
Exhibition Center received 4,578 visitors (averagfe 654 visitors/month) in the
same period. Two sets of manuals, one DVD film awd video films have been
prepared for environmental education and are carlstashown in the Exhibition
Center.

During the project period, four courses with 334tlee hours were held for
secondary school students on the subject of macoreservation with a total of 168
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participants (Table 1). The beneficiary survey cocteéd with those students
completing one of the courses revealed that 39%t (o 30 samples) were
subsequently involved in activities relating to @owmental conservation. This
figure is 2.4 times higher than the correspondimgife for local residents in general.
Meanwhile, 61% of the students said that their nes¢ in the GMR had increased
with 90% having visited the CCEE. Eighty-three pmrtof those who had visited the
CCEE said that the CCEE would be useful for theppse of environmental
conservation.

Based on the above, the CCEE established undePtbgect is effectively
functioning for the dissemination of information emvironmental conservation and
is evaluated as having improved knowledge and amese of the GMR on the part of
local residents through environmental educationetivities featuring secondary
school students.

Table 1 Environmental Education Program for Selary School Students

. No. of Sessiong Total Lecture Hours Np._ of
Course Title . Participants
(times) (hrs)
(persons)

Training of CCEE 3 184 103
Volunteers
Marine Ecosystem of the > 60 30
Galapagos
Learning About the GMR 1 80 25
Diving Techniques at the
GMR 1 10 10
Total 7 334 168
Source: JICA

Newly constructed Project Office (currently Inside the Exhibition Center of the CCEE
used as the PNG Office)
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3) Output 3: Information of marine life and oceamvironment is increased

Indicator 3.1 Increase and diffusion of biologicahd ecological data on the
GMR
Indicator 3.2 Improvement of the research capapiitthe DPNG

Under the Project, the monitoring of marine lifedamarine environment
newly started along with research on spiny lobdéevae. In this project a total of
nine reports, five types of manuals and two DVDmfsl were produced. Since 2005,
continual monitoring of the coastal marine envir@mh (measuring the temperature
and salt content, etc. at different depths) hasnbeenducted along the coast of
Puerto Ayora. There had been a gradual accumulatfodata on the local marine
environment and a weekly report on such data islipbbd for public access.
Research on spiny lobster larvae was conducted 2666 to 2007. As part of this
research, monitoring indices were developed andséitebeing effectively utilized.
The study results for marine life and the maringimmnment have been actively used
for the dissemination of information to fishermelgvelopment of teaching materials
on the marine environment and decision-making oa dlowed size of the catch of
spiny lobster at the JMP.

Based on the above, it is clear that the implemigmtaof the Project has led
to the accumulation of important data through reguinonitoring, resulting in an
increase of information on marine life and the marienvironment. Moreover, the
continuing monitoring of the marine environment rado with the transfer of
monitoring techniques has improved the researchalodipy of the DPNG.
Accordingly, Output 3 is evaluated as having beehiaved.

Marine monitoring by volunteers Spiny lobster larva specimen room
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4) Output 4: Water quality monitoring system igaddished in Santa Cruz

Indicator 4.1 Regular water quality monitoring
Indicator 4.2 Compilation of water quality monitog results in an annual
report

Under the Project, 11 land sites and nine sea sigzw Puerto Ayora were
selected in 2005 as monitoring sites and wateriguatonitoring commenced on 19
items. The frequency of this monitoring subsequemikcreased to every month and
water quality data for both terrestrial and seaeawahonitoring sites was published
in an annual report and on a web page to allow sxtg local residents. The DPNG
included water quality monitoring in its annual oeaeon plan, employed dedicated
staff members and established a program in chafgeater quality monitoring. The
DPNG purchased equipment at its own expense tobBskaa system which would
allow measuring of the water quality at San Cristblsland as well as Isabela Island,
creating an organizational set-up to deal with watavironment issues across the
Galapagos. Participatory monitoring of the watenlity was also conducted as part
of the Project.

The monitoring of the water quality has been regylaconducted at the
initially planned island of Santa Cruz and has sgréo San Cristobal Island and
Isabela Island. Based on this, Output 4 is evaldiate having exceeded compared
with the level of performance expected in the argiplan.

5) Output 5: Sustainable resource managementritgamal fisheries is supported

The activities related to Output 5 consisted of terttirely different sets of
activities: support for alternative income sourc@utput 5-1) and participatory
monitoring (Output 5-2). As such, the evaluation @ttput 5 was conducted for
these two sub-components.

Output 5-1 Support for alternative income sourseachieved

Indicator 5-1 Increase of the number of fishermenwing an alternative income
source(s)

The activities related to Output 5-1 of the Projaare (i) promotion of local
fishing experience tours for tourists by local ®smen and (ii) support for domestic
cottage industries (making of souvenirs and jams) by women’s groups. In regard
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to fishing experience tours, rules were proposedh®y project side along with the
production of a promotional DVD. In regard to wongrgroups, seven training
sessions were held. For the promotion of fishingpexence tours, some 30
fishermen had become capable of leading tours ey éhd of the project period.
However, the task of developing a market for thdkesme in order for it to become a
viable alternative source of income remained. Adtiog to materials provided by the
JICA, there appeared to be an ongoing debate onwdd organize these fishing
experience tours, be it fishermen or the tourisrotee at the time of the Project’s
end. In the case of support for women'’s groupsyas confirmed at the time of the
terminal evaluation that the Organization for A@&iWomen of Isabela (OMAI) and
the Organization of Pinzon Artisan Women of Isab@dPAI) were selling T-shirts

and other products (a total of 20 — 30 active wonrernthe two groups). While the
overall income of these groups had gradually insesa the OMAI in particular

appeared to have developed a fairly reliable soofdeacome.

Based on the above, activities designed to devaltgrnative income sources
under the Project had contributed to an increasanoélternative means of livelihood
for fishermen, but the scale of the financial comition was still small. In short,
both the positive effects and the subsequent supippthe DPNG are evaluated as
having been limited.

Output 5-2 Participatory monitoring is implemedte

Indicator 5-2 Number of sustainable marine resoumanagement methods
proposed by fishermen to the JMP based on the mang results

According to materials provided by the JICA, twocsd survey reports on
fishermen were produced along with two reports amk manual (fishing rules
featuring the size, age and other aspects of téle o be caught) on monitoring of
the fish catch. As the participatory monitoring sfa cucumbers by local fishermen
failed to secure the cooperation of the origindHygeted fishermen on Isabela Island,
a cash incentive (in a form of daily allowance) wiasroduced for fishermen on
Santa Cruz Island to experiment this activity. Tingh their participation in the
monitoring, local fishermen obtained a better ust@nding of the state of sea
cucumbers. In 2008, these fishermen made a techpicposal to the JMP and a
ceiling for the sea cucumber catch was decided ufitn agreement of fishermen,
resulting in lifting of the ban on sea cucumbenhfigy. According to the DPNG, this
lifting of the ban on sea cucumber fishing which swachieved as a result of
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participatory monitoring has helped to determine #ilocation of the catch for each
fishing cooperative. At present, sea cucumber fighis the livelihood for some 500
fishermen in the Galapagos.

Based on the above, as far as the participatory itoong of marine
resources introduced under the Project is concerfaaput 5-2 is evaluated as
having been achieved by the end of the projectgaem view of the achievement of
lifting of the ban of sea cucumber fishing based roposals made by local
fishermen.

A souvenir Shop run by a women’s group Harvest collection pOint of a local flShlng

sells local products cooperative

3.2.1.2 Achievement of Project Objective

Indicator 1 Number of meetings held by the JMRI anumber of consensus
decisions made by the JMP

Indicator 2*  Extent of representation of the opinions of thevant sectors by
members of the JIMP

Indicator 3 Number of decisions made by the JMPeldasn data or reports
produced under the Project

As described below, both the number of meetingshef JMP and number of
consensus decisions made by the JMP decreased gdulia project period,
suggesting that the mechanism of the JMP was nadcifipally strengthened.
However, as the objective of the Project has onlywemk link to the activities and
outputs of the Project, the achievement of the abtnwdicators were used only as

11 This indicator was not used in this evaluation dodhe difficulty to figure out the reality.
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reference information in this evaluation.

According to the DPNG, the JMP had many meetingd anoduced many
consensus decisions between 2004 and 2006 but uheber decreased thereafter
(Table 2). The reasons for the decreased numberesftings were that the facilitator
left the job in 2008 following the completion of dnter-American Development
Bank (IDB) project? in 2007 (the project funding JMP) and that the essity to
verify the compatibility of the JMP with the revideConstitution of Ecuador to the
result of a referendum held in November, 2008. Astf the Project, direct support
was provided for the management of the JMP in teohshe preparation of the
minutes of meetings, publication of bulletins expiag the results of meetings and
radio and television reporting as part of the aiti® under Output 1. The JMP made
five consensus decisions on the introduction ohifig experience tours and the
sustainable management of sea cucumbers basedtanodaeports produced under
the Project.

Table 2 Number of Meetings of and Number of Corsses Decisions Made by the JMP

Year Number of Number of Consensus Decisions
Meetings

2004 9 26

2005 11 32

2006 9 17

2007 5 9

2008 8 16

2009 3 11

2010 5 11

2011 5 NA

Source: DPNG

12 Environmental Management Program of GalapagostsalDB 2001 - 2005
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Types of Project Activities and Relation with the Efects

Activities designed to protect nature in developmpmoject are generally implemented
through a political compromise of various sectouported by multiple interest groups
who may be seeking incompatible ideas of developgnagrd environmental conservation.

The target areas and persons involved are, thezefquite diverse. The activitig

implemented under the Project for conservation loé thatural environment may he

classified into the following four types.

Type 1: Development of environmental informationrahgh efforts to create 4

information gathering mechanism and to improve camioation (Outputs 1, 3

and 4)

(7]

>

Type 2: Environmental education and improvementwhreness for the teaching of new

knowledge and fostering of a volunteer spirit (QuitR)
Type 3: Improvement of the existing methods of teses utilization (Output 5-2)

Type 4: Reduction of resources utilization througte use of alternative resourc
(Output 5-1)

The implementation of these activities is designed produce the planned outputs.
Depending on the actual conditions of each outpilte nature of environmental

conservation activities (outcomes) is determined.

> In the case of Type 1 activities, the planned otitpu achieved if the targete
information is gathered, developed or properly dimfated. The effective use
such information may lead to environmental cons@oraactivities (outcomes).

> In the case of Type 2 activities, the planned outmuachieved if environmental
education is made available for the target persohmreased environmental
knowledge or improved environmental awareness amuargicipants means that the

activities are effective. However, improved awarenéself is insufficient to achiev

the launch of environmental conservation activites voluntary commitment based
on incentives felt by individual participants is aessary. It is not possible to

determine in advance if each participant has sutimaentive or not.

> In the case of Type 3 activities, the planned outpre achieved when a sustaina
method for resources utilization is presented,dokd by the relevant training. Th
effective implementation of such a method produgesutcome(s).

> In the case of Type 4 activities, the planned outiguachieved when an alternati
source for income increase is realized. In ordertfos alternative source to have
bearing on environmental conservation, the fundtignof the relevant activity tq
increase income as a viable alternative to the tBgsunsustainable productio
activity must be proven. In other words, there iandition that the level of th
environmental load was lowered by the reduced utasnable utilization of
resources. If this condition is not met, the altdtime income sources and relat
activities do not lead to environmental conservatio
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3.2.2 Impacts
3.2.2.1 State of Continuity of Outputs

1) Output 1: The flow of information on marine eege management is strengthened
among fishing communities
Although a newsletter has been continuously pulgliskince the completion
of the Project, publicity solely for the GMR usimgdio, television and mobile
phones has been suspended due to the lack of famdisow level of urgency. The
latter is now incorporated into the publicity fdret entire national park. According
to the results of the beneficiary survey, the relaship between the DPNG and
fishing cooperatives is perceived to be very go@d%) or good (40%). These
figures exceed the combined ratio of 31.3% for acpieved bad relationship
(22.8% for bad and 8.5% for very bad). Nearly oneamer of the respondents
(22.8%) of the survey consider that the communmatbetween the DPNG and
fishing cooperatives is insufficient. Even thoughet DPNG faces budgetary
constraints, it is desirable for it to recommendeleast the radio broadcasting
program in order to maintain the level of knowledgbout the GMR and the
reputation of the DPNG among fishermen because hef $mall cost of such
broadcasting.

2) Output 2: The environmental understanding afaloresidents is promoted

In 2011, the Exhibition Center of the CCEE receiv@&@®10 visitors (5,875
Ecuadorians, 2,335 foreign nationals, 630 Galapagsslents, and unknown 170)
while the Research Center was used by 1,661 pedjie.activities of the CCEE
now comprise part of the annual operation planhaf DPNG. One person has been
assigned on a part-time basis to the planning & #ctivities of the CCEE,
illustrating the high level of continuity of actives.

The environmental education program for secondahosl students has been
suspended because of the difficulty for teachersfina time for the program
following the revision of the secondary educatiarmreculum by the government.
Even though a new curriculum for environmental emtimn is currently being
developed, the state of continuity of the actistis not fully satisfactory in terms
of environmental education.

3) Output 3: The environmental understanding afaloresidents is promoted
As part of the reorganization in 2008, the DPGNaésshed the Oceanic
Research Division. This division is staffed by tvwll-time members and five
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volunteers and is run on the basis of the annualragon plan of the DPNG. The

data published by this division is used to underdtdhe seasonal changes of
fishing activities and other purposes. As of 20b%nitoring has an additional

four items (sharks, sea turtles, whales and thallecology). Based on the above,
the continuity of the activities is evaluated asnigehigh.

4) Output 4: A water quality monitoring systemestablished in Santa Cruz
Monitoring has been regularly conducted as planae8anta Cruz Island and
has been expanded to include San Cristobal Islardl laabela Island. The data
produced by this continuous monitoring is usedhs time of this evaluation for
various reports and by the municipal office. Howevthe participatory water
quality monitoring has been terminated since themgletion of the Project
because of the high cost (US$ 12 per measuremdhtwhien the available kits

were exhausted in 2008.

5) Output 5: Sustainable resource managementritgamal fisheries is supported

At the time of the ex-post evaluation, 25 fishingulseholds run fishing
experience tours. However, for this activity to bee a viable alternative income
source, it is essential for it to be certified astcurism activity®> along with
development of the market. Although fishermen haveposed a revision of the
rules governing fishing experience tours to the JWM® decisions have yet been
made. What is required is the clear establishmenhtthe status of fishing
experience tours as a business by local fishermen.

In the case of support for domestic cottage indastrun by women'’s groups,
one group, the OMPAI, has ceased their activitiae tb financial difficulties and
a change of the leader. While the other group, @MAI, run by 12 women (six
engaged in the production of such souvenirs asifissand stuffed toys and six in
the production of jam) has earnings from the sdlsauvenirs, the limited market
means that their income is far smaller (3 — 5%nth@e earnings of their husbands
from fisheries. Moreover, the DPNG does not curhenprovide support for
women’s groups.

In regard to participatory monitoring, the benedigi survey at the time of
the ex-post evaluation found that 34% of fishermare involved in this activity.
The fact that the ban on sea cucumber fishing hesnblisted on a sustainable
basis with the cooperation of fishermen indicates high level of continuity of

13 Unless certification by the Tourist Board in therm of an OK Certificate is obtained,
fishing experience tours cannot be incorporatetbunrs for tourists.
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this activity.

Table 3 Summary Table of the Outcomes/Impacts Stadle of Continuation of

Activities by Output*

Level of
Achieveme Situation of Achievement
nt1s
Output 1 Information flow on marine reserve management
strengthened among fishing communi
Output High Information on the GMR is disseminated by means raflio and
television broadcasting, newsletters and message@sotbile phones.
Outcome Knowledge of GMR management in fishing communithess improved|
/Impact Medium Communication using mobile phones to fishermen $t@sted by fishing
cooperatives.
State of Radio and television broadcasting on the GMR is nbwluded in
Continuance Medium programmes featuring the entire national park (ghwgrams solely
of Activities about the GMR has ceased except for newsletters).
Output 2 Environmental understanding is promoted to the g
residents
Output e The CCEE was constructed and opened in March, 2008.
* The facilities of the CCEE are frequently used femvironmentalf
High conservation activities and events.
« Educational programs for secondary school studdrage been helq
(seven courses, 334 hours and 168 students so far).
Outcome e Understanding of the environment has been promoteadong
/Impact secondary school students and ordinary residents.
High * As of 2012, some 10,000 people a year visit the ECE
e The facilities of the CCEE are used for environnaneducation
activities and events with a finalized scheduletafAugust, 2012.
« The CCEE is an integral part of the annual opematfan of the
State of
Continuance| Medium DPNG' .
of Activities « Environmental education for secondary school stisliehas beer
suspended as a new curriculum is currently beingettgped.
Output 3 Information of marine life and ocean environment
increase
Output High Studies on the coastal sea environment and spibgtéy larvae had beeh
conducted and useful data has been accumulated.
Outcome/ « As the DPNG has established the Oceanic Researchsibn, its
Impact research function has improved.
High « The JMP continually uses the data on spiny lobstavae for any
decision on the allowable catch.
* Research work on the coastal sea water qualityigiouing.
State of « The monitoring items have been expanded to incls@da turtles
Continuance High sharks and marine ecology.
of Activities * The Oceanic Research Division is run by two fulé staff member

14 Qutput: the effect of project demonstrated at therination of project, outcome/impact
and State of continuance: the effect/activitieshast ex-post evaluation.
5 Level of achievement: High >80%, Medium 50-80%, Le®0%.
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and volunteers and its activities are included he annual operatiolu
plan of the DPNG.

Output 4 Water quality monitoring system is established anta Cruz
Output « Water monitoring has been conducted for 19 paramsetat 11
terrestrial sites and nine sites in the sea neart®uAyora.

High e Participatory water quality monitoring has been doated for the
purpose of increasing the awareness of the marmgrenment on thg
part of local residents.

Outcome/ * The monitoring results can be accessed by anyonthennternet.
Impact High *« The municipal office has changed the water sounce tightened thdq
control of contamination sources in response to aported
deterioration of the water quality.
« The DPNG has purchased equipment at its own expeftme
State of installation by the Water Quality Monitoring Progma The scope o
Continuance High monitoring has been expanded to San Cristobal tsland Isabels
of Activities Island. Monitoring now corresponds to the need tdeniify
contamination sources.
Output 5 Sustainable resource management for artisanal fiishes
supporte
Output 5— Development of alternative means of livelihood
1
Output Support has been provided for the activities of vemrs groups to mak
High souvenirs and jam and also for local fishing expede tours organizefi
by fishermen for tourists.
Outcome/ e The commercial operations of women’s groups haveoentered]
Impact Medium marketing problems and their impact is limited.
« Fishing experience tours face a problem of coortdora with the
tourism sector.
State of The DPNG does not support the commercial activitiZfs women'’s
Continuance Medium groups or the local fishing experience tours orgadiby fishermen.
of Activities
Output 5— Monitoring of marine resources with the participation of fishermen
2
Output High The monitoring of sea cucumbers has been conduotdth the
participation of fishermen.
QOutcome/ The JMP’s decision on the allowable catch each jsamade based op
Impact High data obtained by participatory monitoring and withe consent o
fishermen.
State of Participatory monitoring is continuing as part dfet annual operatiog
Continuance High plan of the DPNG.
of Activities

3.2.2.2 Achievement of the Overall Goal
The overall goal of the Project was the succesgfubmotion of the

conservation and sustainable management of the GiMBugh the participation of

key actors (Indicator: number of conservation aitit#s based on proposals by key

actors).
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The key actors in the Galapagos are thought toushelmembers of the JMP

(representatives of the DPNG, Chamber of Tourism]a@agos Artisanal Fisheries

Sector and Naturalist Guides Association), schodishing cooperatives and the

municipal office. It has been confirmed that thenaiconservation activities listed

below were implemented in related to the plannetpots of the Project. Based on

the above, although the number of key actors hasincreased, the overall goal is

evaluated as having been achieved due to the mejatribution of the project

outputs to the activities to protect nature of Key actors.

(1)

(2)

Fisheries Sector (Related to Outputs 1 and 5)

Following the dissemination of information on thé/i&@ on Isabela Island and
San Cristobal Island under the Project through riwbile phone network, the
use of mobile phones for information exchange ind abetween fishing

cooperatives has started.

The annual amount of the allowable catch is nowedaetned based on data
provided by participatory monitoring.

Municipal Office (Related to Output 4)

In the face of a problem of water quality detertowa in the Galapagos as

revealed by the water quality monitoring under ®mject, the municipal office

took the following actions in 2011.

(3)

The source for municipal water supply was movedn8 fkom a fracture in the
rock near the bay of Puerto Ayora to a site onlh hi

The boat maintenance site was moved to a site billdao improve the water
quality in the Bay of Puerto Ayora.

The refueling point for boats was moved from instde Bay of Puerto Ayora to
outside the Bay.

Recycling of the spent engine oil of boats is plagn

DPNG (related to Outputs 2, 3 and 4)

The CCEE facilities are used for environmental extion activities (some
9,000 visitors/year to the Exhibition Center, apgnoately three environment-
related events/month, environmental education fawnresidents by the
government, environment-related seminars and ojhers

The Ocean Research Division has been establishextat the monitoring of
not only sea cucumbers and spiny lobster larvaeabad sharks, sea turtles and
marine ecology. Useful data has been accumulatedisamsed for activities to
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protect nature.

« A water quality monitoring program has been estidid to conduct water
qguality inspection as required. One such inspectioned at investing the cause
of the mass death of fish near San Cristobal Isllaasl been conducted.

3.2.2.3 Summary of Effectiveness and Impact

As mentioned above, the outputs of the project wazkieved as planed with
some exception, and these activities are continved results, expected outcomes
and impacts were observed in the many activitieegdding overall goal, new
environmental activities by key actors (e.g. esitsbrhent of new divisions,
environmental protection activities by municipagis) were confirmed in four out of
six outputs and impacts were emerged at a certauwell Based on the above,
effectiveness and impact of the project were judgedigh.

3.3 Efficiency (Rating: 2))
3.3.1 Inputs
3.3.1.1 Elements of Inputs

Based on materials provided by the JICA and theultesof interviews with
those involved in the Project, the following proime can be pointed out in relation
to the inputs.

« In the first half of the project period, the projemplementation system of the
DPNG was unstable, restricting the inputs by C/Pspenel and the scope of
activities. In 2004, 5-6 strikes were carried ouwt llocal fishermen regarding
restrictions imposed on sea cucumber fishing ared Di?NG could not properly
function because of the situation. Moreover, theplementation of the Project
was significantly affected by the frequent replaeaiof the Director General of
the DPNG, strike action by DPNG staff members oxeeduction of their salaries
and change of the head of the Marine Resources Adtnation. Even though the
staff strength of the patrol section was increasem such increase was made for
the Marine Resources Administration which was tlirderpart section for the
Project. In 2004 when the confusion at the DPNG veasits highest level,
Japanese experts were dispatched at a rate of §6nperson-months. This was
almost equivalent to one-quarter of the total parswmonths figure and
approximately one-third of the budget for the ditgjaof experts was spent in this
period. This means that many experts were dispatdhea period in which they
could not work efficiently.
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e Under the circumstances described above, the sodpe marine survey was

considerably reduced because of the practical imibolgty to procure expensive

survey equipment (digital aerial camera). Instedte emphasis was placed on

activities involving organizations other than thePIRG (for example,

municipal office and schools).

the

Element of Input

Planned

Actual (At the Time of Completion)

(1) Dispatch of
Experts

4 long-term experts (at the time

of the initial discussions on the

Project in 2003)

* Chief advisor (GMR
management)

* Project coordinator

* Marine ecosystem monitoring

* Environmental education and
community activities

2 or 3 short-term experts

7 long-term experts

e Chief advisor (GMR management)

* Project coordinator

* Marine ecosystem monitoring

* Environmental education and
community activities

e Environmental ecosystem
monitoring

15 short-term experts

e Supervision of facility
construction (2)

« Completion inspection of new
facilities

« Environmental education

e Support for capacity building of
fishermen

e Marine ecosystem monitoring

e Marine resources monitoring

« Project management (2)

» Other fields

Total dispatch month 213.6
(2003(13.5) 2004(49.5) 2005(39.5)
2006(46) 2007(36.6), 2008(28.5)

Cost of dispatch 390,392 thousand
yen

(2) Trainees
Received

10 trainees in such fields as
conservation of the ecosystem,
monitoring of water contamination
and ocean pollution, environmental
education and others

(3) Third-Country
Training Program

None

None

(4) Equipment Cost

217 million yen to cover the
costs of survey, training, AV,
communication and other
equipment required for the
Project (of which 200 million
yen is for a digital aerial
camera)

27 million yen to cover the costs of
marine surveying, water quality
analysis, communication and other
equipment required for the Project
plus a vehicle for the survey team

(5) Construction
Cost

Construction of the CCEE

building:5 0 million yen

Construction of the CCEE building
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Total Cost of
Japanese Assistanct

U

500 million yen

682 million yen

Inputs by the
Government of
Ecuador

* Project director

* Project manager

» Counterpart personnel
(DPNG staff
members)

» Secretary, clerk and
driver

< Equipment and

vehicle >

e Land, buildings and
other facilities,
including an office for
the Japanese experts

e Local cost (as

Counterpart personnel (18 in

total)

* Project director

* Project manager

» Counterpart personnel
(DPNG staff members)

* Others
(All but the project
manager worked on a part-
time basis.)

< Equipment and vehicle >

e Land for the CCEE (The
annual budget of the CCEE
at the time of the mid-term

evaluation was
approximately 9 million

yen.)

required by project-
related activities)

As most of the counterpart personnel assignedht Rroject worked on a
part-time basis, it was extremely difficult for thmeto get fully involved in the
Project because of their other assignments. Thisatibn forced the recruitment of
local staff to work exclusively for the Project. tAbugh the direct employment of
highly professional staff contributed to the smoatiplementation of the Project, the
overall project cost increased accordingly.

Because of the lengthy period of negotiations ttoe use of land earmarked
for the construction of the CCEE under the Projeke actual opening of the CCEE
was delayed by more than one yé%r.

3.3.1.2 Project Cost

The total cost of the Japanese assistance for thep@&® was 682 million yen
which exceeded the originally planned amount (ratigplanned amount: 136%). The
reason for this is that the increased funding nsitated by the increase of the
number of dispatched experts and recruitment olllataff exceeded the decreased
amount of the equipment cost due to the withdragfaharine survey equipment.

% In response to a request made by the DPNG, thwstcaction site for the CCEE was
changed to a more convenient place for its usedzgll communities. However, the land
in question was jointly owned by the DPNG and th¢GIALA (Galapagos National
Institute) and was on lease to a private organmatat the time. As both government
bodies insisted on their right of use, it was impibse to proceed with the plan. An
agreement was finally reached between the two degdions for the use of the land by
the DPNG when the mid-term evaluation team visité& Galapagos in July, 2006.
Because of this, the use of the CCEE during thejgmtoperiod was limited but its
construction in a convenient place has led to tliective use of its facilities at the time
of the ex-post evaluation.
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3.3.1.3 Period of Cooperation

Japan’s cooperation period for the Project was fyears as planned. The
delay caused by confusion in the early stages efRhoject was compensated by the
faster implementation of the Project due to modifion of the activities, increase of
the number of experts and recruitment of local fst&fonsequently, the Project-
related activities were completed within the plagim®operation period.

Based on the above, even though the cooperatiomgeio produce the
planned outputs was within the originally planneeripd, the total amount of the
project cost exceeded the planned amount due tdatttethat the timing of the inputs
was inappropriate. Therefore, the efficiency of Br@ject is evaluated to be fair.

3.4 Sustainability (Rating: (2))
3.4.1 Related Policy towards the Project

The Government of Ecuador is increasingly emphagizihe protection of
nature at the GMR of the Galapagos National Parke &xample of such emphasis is
the establishment of the Galapagos as a Speciati€tisnstead of a province. At the
same time, a Government Council has been estallishatrengthen the governance
in order to preserve the value of the Galapagos asatural asset and to ensure
development based on the principle of environmertahservation. One of the
measures introduced is the restriction of new eedtlin 2011, a proposal was made
to revise the Special Law to change the compositafnthe JMP to include
representatives of citizens, the health sector @her stakeholders. As the efforts of
the Government of Ecuador to protect the GMR ar@eexed to continue, the
sustainability of the Project within the policy anidistitutional framework is
expected to be generally secure.

3.4.2 Institutional and Operational Aspects of thdmplementing Agency

In August, 2008, 150 people contracted to the DPN&ame full-time
employees, stabilizing the state of personnel dgpknt of the DPNG. Following its
restructuring in 2012, the staff strength of theNd@®is currently approximately 150.
While the Director General of the DPNG used to Ineappointee of the Ministry of
Environment, the position became subject to openuiément in 2007 in response to
a proposal made by the UNDP, eliminating the pasisybof frequent changes as
witnessed in the early stages of the Project. Thgawizational structure of the
DPNG has become much more stable compared to time tf the Project’s
commencement. The DPNG is currently undertakingomajrganizational reform to
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improve its efficiency. As part of this, 51 positi® have been dismissed in January
2012 and two counterparts have left the DPNG. Tamaining five counterparts
continue to hold the same positions as before.

The JMP, the body specifically targeted by the objee of the Project, is
supposed to be run by a facilitator who is employesthg the budget of the DPNG.
According to a DPNG source, however, while the betdgf the JMP was assisted by
the IDB until 2008, the subsequent withdrawal of funding by the ID&sHed to
fewer activities on the part of the JMP. In recemiars, the JMP appears to have
become a body simply to discuss matters relatindgidberies. In 2012, the DPNG
allocated US$ 20,000 for the JMP to employ a faaibr to activate the JMP
although the employment contract of this facilitateill expire in October, 2012. It
is necessary to pay close attention to the rolbdmlayed by the facilitator, to the
possible revision of members and to other aspefctae@JMP. As mentioned in 3.4.1,
the members of the JMP are expected to be modidiker the enforcement of the
revised Special Law.

In short, while the organizational set-up of the ND® has been improving,
there is concern in regard to the institutionaledpof the DPNG because of the need
to continually monitor the composition of the JMihdathe employment of the
facilitator.

3.4.3 Technical Aspects of the Implementing Agency

Based on the technical standards required to aehtlee intended outputs and
the state of continuity of activities in the posbect period, the Project is judged to
have conducted the transfer of technology in anrappate manner in general.
However, no counterparts were deployed for the ldthment of alternative income
sources (part of Output 5) and this activity wassthp led by locally recruited staff
for the Project. As such, no sufficient transferte€¢hnology to the counterparts took
place. At the time of the ex-post evaluation, theNI5 was not providing support for
this activity. The reason for this is presumablye thassive attitude of the DPNG
towards continually supporting the small groupsheat than a reflection of its
technical capability.

3.4.4 Financial Aspects of the Implementing Agency

Fifty-three percent of the funding for the DPNG acmsnfrom the distribution
of the entry tax to the Galapagos paid by visit@@scause of the increasing number
of tourists, the financial base of the DPNG appetrsbe stable. Because of the

7 Environmental Management Program of Galapagasni$, IDB 2001 - 2005

28



tendency of the DPNG to employ excess personnglpudget does not necessarily
have any surplu8 While an adequate budget can be allocated to ipyi@activities,
the budget size for non-priority activities may rag sufficient. For example, while
the scope of such activities as water quality momntg and marine research has been
expanding with the recruitment of specialists, mdind television broadcasting
focusing solely on the GMR and other activities hlasen terminated due to
budgetary constraints. In short, the financial aspef the DPNG as an organization
does not pose any problems. There is slight conaeregard to the sustainability of
the project effects, however, because continuedgbudllocation to support many
activities launched under the Project depends om plerceived priority or non-
priority status of each activity by the DPNG.

Based on the above, the sustainability of the ¢ffeof the Project is
evaluated as fair because of some problems relatrtpe institutional and financial
aspects of the DPNG.

4. Conclusions, Lessons Learned and Recommendations
4.1 Conclusions

Strengthening of the management of the GalapagosndaReserve (GMR),
which was the objective of the Project, is an intpat policy objective of the
Government of Ecuador, is highly necessary and adibpe with Japan’s ODA
policy. Many of the planned outcomes of the Projémwever, do not have a direct
link with the Project objective. Given the fact théhe relationship between the
Project objective and some of the planned outpstguestionable, the relevance of
the Project is evaluated as fair. On the other hamdst of the outcomes were
generally achieved as planned and the activitieeehaostly continued. As a result,
the Project has successfully realised improved awass among local residents on
environmental issues through environmental educatistirengthened conservation
activities based on the newly-established reseaand water quality monitoring
functions and the promotion of sustainable fishetierough participatory monitoring.
Since certain positive effects of new environmentahservation activities by key
actors have been confirmed, the effectiveness mnphct of the Project are evaluated
as high in relation to the prospective achievemaithe overall goal. At the initial
stage of the Project, many activities stagnated wuéhe disorganized situation of

'8 |n Ecuador for every new national administratiemd to add extra personnel. The DPNG
has been securing its budget to maintain its at&igiby shedding staff members every
few years. The latest round of such downsizing tgd&ce in January, 2012 when 50
employees out of some 200 were made redundant.
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the counterpart (C/P) organization (implementingeray), worsened relationship
with local fishermen and problems surrounding teaskehold of the land earmarked
for the construction of the Communication Center fonvironmental Education
(CCEE). With increased inputs, including the diggabf more Japanese experts and
the recruitment of more local staff, the Projectswaompleted in five years as
planned. Based on these facts, the efficiency & BEroject is evaluated as fair.
Although many activities initiated under the Prdjere continuing, there is some
concern in regard to the function of the ParticipatManagement Board (Junta de
Manejo Participativa: JMP) and the financial siioat of the implementing agency.
In this sense, the sustainability of the Projeduigged to be fair.

In light of the above, this Project is evaluatedwpartially satisfactory.

4.2 Recommendations
4.2.1 Recommendations for the Implementing agency
(1) Restart of Radio Publicity of Activities tadtect the GMR

While information on the sustainable management dedelopment of the
GMR was disseminated to fishermen via televisiord amadio programs solely
dedicated to the GMR under the Project, such puyliwas not maintained after the
project termination. Although the relationship beem the DPNG and fishermen
temporarily improved with the implementation of tReoject, the latest beneficiary
survey has found a worsening trend of this relattap. It is highly desirable for the
DPNG to restart the dissemination of information tbe GMR. Because of the cost
implications of such activity, it is recommendedathradio publicity is restarted as
the most effective means of communication to fishen.

(2) Restart of Environmental Education for Secawyd&chool Students on Marine
Protection in the Galapagos.

Although the cooperation is provided for the cuatiem whose revision was
planned as part of the educational reform the emuirental education for secondary
school students launched under the Project hasbeen continued. As the new
constitution of Ecuador restricts the new settletm@nEcuadorians in the Galapagos,
understanding of the need for long-term marine @ctbn in the Galapagos among
existing residents is extremely important. It issdable for the DPNG to restart a
volunteer training program and a program on theimeecosystem in the Galapagos
for secondary school students, both of which wenplemented under the Project, to
facilitate understanding of the need for long-teemvironmental protection among
existing residents. According to the findings ottheneficiary survey conducted as
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part of the present evaluation, the ratio of papants of educational programs under
the Project subsequently participating in environtaé activities is 2.4 times higher
than the corresponding figure for local residemsgeneral. The continuation of
environmental education is believed to increase noenber of residents agreeing
with the activities of the DPNG, contributing toettsmooth implementation of such
activities.

(3) Promotion of Fishing Experience Tours Orgauidy Local Fishermen

The involvement of the DPNG in fishing experienceurns which were
supported under the Project is limited. Becausehefrestriction on new settlement
in the Galapagos imposed by the new constitutioshefrmen in the Galapagos are
deemed to have a vested right for any fishing-edaactivity. It is desirable for
suitable arrangements to be made to certify fishéxgerience tours as a business
activity organized by local fishermen and approwmdthe local tourism sector. The
DPNG should clarify its stance and cooperate foe thromotion of fishing

experience tours.

(4) Revitalisation of the JIMP and Continual Al&dmn of the Necessary Budget

The DPNG should play a central role in securingdimg sources to pay for
the operation and administrative expenses of the,Jkcluding the employment cost
of a facilitator. It is desirable to revitalize thEMP through the newly proposed
remodeling of the JMP so that the opinions of lomedidents on GMR management
are passed to the JMP via their representativesifermore proactive protection of
the marine environment in the Galapagos.

4.2.2 Recommendations for the JICA
There is no specific recommendation to the JICA in connection with the ex-

post evaluation of the Project on Conservation of the Galapagos MarineeRas

4.3Lessons Learned

(1) When we plan technical assistance projectsnesed to design feasible projects
with logical framework and outputs after understagdthe institutional arrangement
of the C/P and the level of cooperation of peopbseerned. This project showed
some problem of sustainability because the prommipe was beyond their work
scope. Also the project had extensive activitied #me project objective was never
set up with outputs based on the clear logical #ammrk, even though PDM was
revised twice after project started.
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In order to avoid this situation, before the prdjstarts, it is essential to elaborate
target topics, clear logics to connect the projebjective with outputs, and the

refinement of people concerned while obtaining midint commitment of C/P on the

activities beyond their regular work.

However, when a project becomes extensive scopetaudle character of the target
sector and/or the structure of concrete tasks oblgms, it may not be easy to set a
single goal or project objective to be achievedhs end of the project through the
achievement of outputs. In such a case, it is dssleto examine the possibility of
narrowing down the project scope while taking tleeluction of the project impacts
into consideration. However, when the subject feelare diverse like the project
aiming at nature conservatibh narrowing of the project scope may make impact
smaller with larger external conditions, potentyailhcreasing the risk not to achieve
positive impacts. When narrowing of the project peois judged to be not
advantageous, the description of the project olyecshould prioritize covering the
scope of activities with clear aim of the projectea if the description become
abstract?

(2) This project initiated activities which C/P dhamot had such work before (e.g.
oceanography research, water quality monitoringl anpporting alternative income
generation of fishermen). In this case, the budget personnel arrangement of C/P
may not be sufficient. The project implementationthw expert dispatch and
employment of local staff with technical expertisgay initiate new activities or
establishment of new division in the GIPIt is important for project staff and C/P to
develop mutual understanding in the process ofriexdl transfer in order to be able
to claim sufficient budget/personnel in C/P to daot the activities.

19 As mentioned in Box 1, activities designed to puoiteature in development project are
generally implemented through a political comproenisf various sectors supported by
multiple interest groups who are seeking of the twoompatible ideas: development and
environmental conservation. The target areas andgres involved are, therefore, quite
diverse. However, when the nature of the plannetvaies is justifiable from the
viewpoint of both the aid organization and its ctermpart organization, there is a
possibility of producing wide-ranging significarmmhpacts in the long-term because of the
discovery of new activities rooted in the activiief the counterpart organization despite
the weak relationship between the outputs.

In the case of the present Project for example, dtgective is described as “the
management of the GMR is strengthened” instead thf “participatory management
system of the GMR is strengthened”.

In this project, as mentioned above, oceanogramsearch and water monitoring were
continued by counterpart organization voluntarilytbsupport for alternative income
generation of fishermen were not continued since tlechnical transfer was not
sufficiently done.

20
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(3) In this project the construction of Communicati Center for Environmental
Education (CCEE) was delayed due to the problerateel to land use right. When
constructing a new facility, the ownership and usghts of the land allocated to the
construction should be ensured before planningntbek.
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