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T REEHIA REAIR (3L30)

1. Outline of the Project

Country: Republic of Cuba Project Title: Project on Improvement of
Agricultural Extension System for Grain Production

in the Republic of Cuba

Sector: Agriculture Development Aid Scheme: Technical Cooperation Project

Department in Charge: Agricultural and|Cooperation Amount: 765 million yen
Rural Development Group 1, Economic

Development Department

Cooperation |RD: September 20, 2016, |Counterpart Organizations: Research Institute of
duration 5 years. Six months were |Basin Grains (IIGRANOS)

extended in Nov, 2021. Relevant  Japanese  Organizations: Koei
Research and Consulting, Inc.

Relevant Assistances:

1-1 Background and the Outline of the Project

Cuba relied on imports for about 70%32 of its food consumption, and food imports
accounted for 14.7% * of total imports. From the perspective of food security, the
Government of Cuba has implemented various measures to reduce food imports and
strengthen domestic food production, especially basic grains. Specifically, to improve the
efficiency and productivity of agricultural production, the government has gradually shifted
from large-scale collective agricultural production to relatively small-scale production by
individual farmers and cooperative units. Furthermore, the government has been trying to
increase the number of new farmers by, for example, allowing unused farmland to be leased
free of charge. However, despite these measures, the government has not yet been able to
increase grain production as expected. This was probably because while the number of
individual farmers, including new farmers, was increasing, there was not a system to
disseminate appropriate agricultural technology to individual farmers, as state-run farms
have been the main agricultural production sites. Under such circumstances, the
Government of Cuba requested the Government of Japan to provide technical assistance
to improve the cultivation techniques of individual farmers by strengthening the agricultural

extension system to reduce food imports through increased grain production.

1-2 Contents of Cooperation

The project is implemented in 8 provinces (Pifar del Rio, Matanzas, Cienfuegos, Villa

8 Oficina Nacional de Estadisticas e Informaciones. Anuario Estadistico de Cuba 2014, Capitulo 8: Sector
Externo, Edicién 2015. Caluculated with data of rice, wheet and corn of 2014.

4 Oficina Nacional de Estadisticas e Informaciones. Anuario Estadistico de Cuba 2014, Capitulo 8: Sector
Externo, Edicion 2015. Caluculated with data of 2014.
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Clara, Sancti Spiritus, Ciego de Avila, Camaguey, and Granma) and the Special
Autonomous Region Isla de la Juventud with the Ministry of Agriculture, Group of
Agricultural Corporations (GAG), and the Research Institute of Grain Research (IIGRANOS)
as the implementing agencies. The support is provided to IGRANOS (at the headquarters
and provincial extension workers), GAG extension workers (at the provincial and county
levels), and leader farmers. The project aims at improving the system for agricultural extension
services for grain production by strengthening the capacity of these extension agencies and
personnel, developing extension tools and materials, and examining mechanisms for

training extension personnel.

(1) Overall Goal

The agricultural extension service for grain production is improved.

(2) Project Purpose

The system for agricultural extension service for grain production is improved.

(3) Outputs

1. Capacity building for staff of IIGranos, extension staff (hereinafter referred to as “Extension
Officer”) at ETIG, and UCTB® in INCA® and leading farmers on planning, managing and
implementing agricultural extension service will be promoted.

2. Tools and educational materials for agricultural extension services will be developed.

3. The system on human resource development for agricultural extension will be formulated and
examined.

(4) Inputs (As of the Terminal Evaluation)

Japanese side: A total of 765 million yen
Long-term expert (1), short-term experts (11), training in Japan (29), training in the third
country (13), equipment (vehicles, motorbikes, agricultural equipment, VPN connection
equipment, PC, office equipment, etc.), local operational expenses.

Cuban side:

Counterpart personnel (12), office space and facility, operation expenses.

2. Evaluation Team

Members of the [Leader: Ms. Oshima Ayumu (Deputy Director General, Economic
Evaluation Team | Development Department, JICA, JICA)
(Japanese side) Agricultural Extension/ FVC: Mr. Mizobe Tetsuo (Professor, College of

Biological Resources Sciences, Nihon University)
Evaluation Planning: Ms. Ichikawa Yoko (Program Officer, Team 3,
Agricultural and Rural Development Group 1, Economic Development

Department, JICA)

Evaluation Analysis: Ms. Noguchi Junko (Senior Researcher,

® Unidad Cientifico Técnica de Base.
5 Instituto Nacional de Ciencias Agricolas.
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Foundation for Advanced Studies on International Development)
Interpreter: Ms. Yagi Yuko (Freelance)
Evaluation Analysis: Almenares Garlobo, Guillermo (Director, Institute

of Investigations of Tropical Fruits)

Period of Evaluation June 26 to July 8, 2022 | Type of Evaluation | Terminal Evaluation

3. Results of Evaluation

3-1 Project Performance
3-1-1 Achievement of the Project Purpose (Partially achieved)

Cycles for extension service (plan-implementation-review-feedback) have been repeated, and
capacity building was conducted for the extension personnel. The agricultural extension service as a
system has been newly introduced to farmers, although the update of the Five-year Plan has been

delayed.

Indicator Achievement

3.| Policies, guidelines and | ® As the “Plan for Strengthening of the Agricultural
plans on agricultural Extension System,” the Five-year Plan (2017-2021) was
developed in 2017. The next Five-year Plan is in the
process of updating within July 2022.

being used on a continuous | o Based on the Five-year Plan, IIGRANOS and each

extension activities are

basis. Extension Officer have developed the annual operational
plan. The Extension Officers have carried out their

activities based on the plan.
4.| Number of events - | ® Training for Extension Officers has been conducted by

IIGRANOS and ETIGs in 2018, 2019, 2020, and 2022,
while the one in 2021 was canceled due to Covid-19

frequency of trainings of

human resources according Pandemic

to the mechanism of human | @  Training for the technical staff of EAIG was conducted in
resource development 2019 at the provincial level.

established (created) for | ® Training for Farmer Extensionists has been conducted in

agricultural extension (3 2017, 2018, 2019, 2020, and 2021 through the meetings.

events/year).

3-1-2 Achievement of the Outputs
(1) Output 1 (Mostly achieved)

The indicators were “achieved” or “mostly achieved.” The extension system introduced by the
Project has included personnel who manage the system (Indicator 1-1), PDCA of extension services
(Indicator 1-2), Farmer Extensionists as key extension agents (Indicator 1-4), linkage with the
research (Indicator 1-6), collaboration with other research institutes (Indicator 1-7), and evaluation
system of Extension Officers (Indicator 1-8). These components were strengthened. On the other

hand, trial results and good practices need to be managed in an organized manner (Indicators 1-3, 1-
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5, and 1-7).

Indicators Achievement
9. | Number of people trained | ® A total of 29 Extension Officers and related personnel
in Japan (60prs). participated in the training courses in Japan in 2017 and
2019.
® Instead of training in Japan, in-country training (webinar
and online exercises) started after February 2022 every
month for 30 Extension Officers and technicians of ETIGs
on average. Also, three participated in the third-country
training, two in Peru and three in Honduras. Eight more
will participate in the training in Mexico in July 2022.
10| Guidelines and activity | ® As the “Plan for Strengthening of the Agricultural
plans  for  agricultural Extension System,” the Five-year Plan (2017-2021) was
tensi developed developed in 2017. The plan was not revised in 2022, and
extension are developed, the next Five-year Plan (2023-2027) has been under
implemented and reviewed formulation.
in IIGranos. ® Based on the Five-year plan, IGRANOS developed the
annual operational plan in 2018 and incorporated the plan
into the annual plan of IGRANOS after 2019.
® Each Extension Officer developed the annual work plan
and reported it to IIGRANOS headquarters on monthly
basis. The Extension Officers have also reported their
activities of the previous year in the annual certification
training and received feedback from the provincial
coordinator of IGRANOS.
® The “Policy for Agricultural Extension” was developed
based on the Project experience and approved officially
by the Ministry of Agriculture (hereinafter referred to as
“MINAG”) in 2020.
11| The agricultural extension | ® Successful activities of the Farmer Extensionists have
system/structure of each been reported by the Extension Officers, but the
province 1is established, information has not been collected and organized
and the results of the uniformly by province.
activities (more than 3
good examples for each
province).
12| List and number of Farmer | ® As of July 2022, a total of 425 Farmer Extensionists
Extensionists belonging to agreed with IIGRANOS and their information has been
the agreement with managed in the mapping database.
IIGranos (more than 300).
13| The list and number of | ® One to three good practices on the activities in the

demonstration plots are

demonstration plots of each province have been shared
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established (more than 3 through Social Networking Service (hereinafter referred
good practice per to as “SNS”).
province). ® The list of the demonstration plots was developed.
14| Linkage between | ® The concept of the collaboration between agricultural
agricultural extension and extension and research was developed by 2021.
. . ® The newsletter "Agricultural Extension Newsletter" has
research is systematized.
been published by IIGRANOS to share information from
the field to research and from research results to the field
every three months.
15| Results and examples of | ® The extension experience was shared with the Research
collaborative activities Institute of Sugarcane in 2018.
h oth - cultural ® The Project’s activities, agricultural extension system,
W other — agricuitura and the role of Extension Officers were shared with
institutions (more than 5 technicians of the Pasture and Forage Research Institute
examples). in 2019.
® The Project’s experience in agricultural extension was
shared with the Pork Research Institute and the Honey
Research Institute in 2019.
16| The performance | ® The outline of the performance evaluation of Extension
evaluation of extension Officers was reviewed in 2019 and the trial of considering
staff. the performance for salary assessment was started in
2020.

(2) Output 2 (Achieved)
The set indicators were “achieved.” Various materials for extension services were developed

(Indicator 2-1), and agricultural equipment has been utilized for training and extension purposes

(Indicator 2-2).

Indicators Achievement
3. | Manuals and other | ® Manuals and materials for extension activities were
materials for agricultural developed every year, as follows:
tensi 1 b sed - 23 posters, leaflets, and calendar in 2018.
extension with be revised, - 14 posters, leaflets calendar in 2019.
updated  and  prepared - 13 posters and manuals in 2020.
(more than 5 varieties in - 20 posters, manuals, catalogs, pamphlets, calendar
each year at headquarters materials, and videos in 2021.
o . . . .
and [1Granos stations). 1 guidebook for Extension Officers in 2022 as planned.
4.| Tools (machinery and | ® Agricultural equipment (vehicles, = motorbikes,
equipment) supplied by the agricultural machinery, photocopy machines, etc.) was
project are assigned to the installed at IGRANOS headquarters and ETIGs and have
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offices or departments
related to  agricultural
extension and are
adequately in wuse for
agricultural extension
activities.

been utilized for training and preparation of

demonstration plots at ETIGs.

(3) Output 3 (Achieved)

development and performance evaluation system of the Extension Officers were developed

The set indicators were “achieved.” The concept, plan, and materials of the human resource

(Indicators 3-1, 3-2, 3-3, and 3-5), and accordingly, technical staff was trained (Indicator 3-4).

Indicators Achievement

6. | Creation of the training | ® The training system has been developed based on the
system for the formation of experience of training for Extension Officers and EAIG
human  resources  for technical staff and integrated into the next “Plan for
agricultural extension. Strengthening of the Agricultural Extension System.”

7. | Training materials for the | ® The handbook for Extension Officers was developed in
agricultural extension. 2022.

8. | Mid- and long-term plans | ® The “Mid- and Long-term Plan for Extension Personnel”
for the human resources was drafted to be integrated into the next “Plan for
development (training) of Strengthening of the Agricultural Extension System.”
human resources.

9.| Number of extension | ® A total of 122 Extension Officers were trained from 2018
personnel who received to 2022.
training (120prs). ® A total of 241 technical staff of EAIG were trained at the

department level in 2019.

10| Evaluation system | ® The outline of the performance evaluation of Extension
(training) of  human Officers was reviewed in 2019 and the trial of reflecting
resources the performance in salary assessment was started in 2020.

It is part of the system for human development which
the “Plan for

Strengthening of the Agricultural Extension System.”

would be integrated into revised

3-2 Implementation Process

The following are factors in the project process that facilitated the implementation of the

activities.

® (Cuban commitment to the project (efforts of IGRANOS to develop agricultural extension

services nationwide)
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Project management (response to the COVID-19 pandemic)

3-3 Summary of Evaluation Results
(1) Relevance (High)

The project which aimed at improving the agricultural extension system for farmers’ production
has been consistent with the "National Economic and Social Development Plan until 2030:
Proposals for the Nation's Vision, Strategic Economic Axes and Sectors," the “Economic and
Social Policy Guidelines of the Communist Party and Revolution” (2011) and the
"Socioeconomic Policy Direction” (2016-2021) (2021-2025).

The government has shifted from large-scale collective agricultural production centered on
state-owned farms to relatively small-scale production by individual farmers and cooperatives.
In addition, efforts have been made to increase the number of new farmers. The project has been
consistent with the development needs of extending appropriate agricultural technologies to
such new farmers.

The project has changed approaches to respond to the pandemic of COVID-19, such as
strengthening online training and the change from training in Japan to third-country training.
These responses have been appropriate, as they have led to the achievement of the Outputs and
the Project Purpose mostly as originally expected.

(2) Coherence (High)

In the “Country Assistance Policy to the Republic of Cuba” (April 2014), "agricultural
development" was set as one of the priority areas, and its goal was to expand agricultural
production to improve food self-sufficiency. “Agricultural development” has been one of the
priority areas in the succeeding “Country Assistance Policy to the Republic of Cuba”
(September 2018). The project has been consistent with Japan’s assistance policy.

JICA has supported rice production in Cuba since 2003, implementing four technical
cooperation projects including this project and a grant aid project. The project was planned
based on the results of the preceding “Project for Extension and Diffusion of Technologies for
Certified Rice Seed Production in the Central Zone of Cuba (2012-206). The project has been
positioned in the Cooperation Program “Increasing Food production” of JICA Cuba, together
with the grant aid, “Project for Improvement of Agricultural Machinery Advances in Rice Seeds
Production Techniques” (2017), and others.

The Project started the discussion with other international cooperation projects which supported
the grain production value chain early on to explore the collaboration. The Project and these
partners had commonalities in the activity areas and target crops and shared common goals of
increased production and farmer support. Firstly, the extension system developed by the Project
has been shared with the cooperation of the Government of Vietnam which aims at increasing
rice production. Since the two projects have shared some common target provinces, IGRANOS
provides training in rice production technology to the coordinators assigned to the state-owned
companies to generate synergy effects. Another example is that the Extensionist trained by the
Project was invited to give a lecture on technical training for corn production of the “Project of
Rural Cooperative Development in the Eastern Region” (2013-2021) funded by the International
Fund for Agricultural Development.

(3) Effectiveness (Relatively high)
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The Project Purpose which is to strengthen the agricultural extension system has been mostly
achieved.

Before the project, there was no officially established extension system or no position for Farmer
Extensionists. The project’s efforts have strengthened the institutional and human capacity for
promoting extension services (Output 1). Manuals and other informative materials necessary for
training and extension services were developed (Output 2). Through a series of capacity-
building activities, the system for human resource development for the agricultural extension
has been introduced (Output 3). As these Outputs (human, material, and institutional framework)
are essential components of extending agricultural information to farmers, it can be considered
that these Outputs have contributed to the achievement of the Project Purpose

(4) Efficiency (Relatively high)

Three Outputs have been achieved or mostly achieved.

Most inputs from the Japanese side have been made mostly as planned. However, there were
some delays and changes. First, the provision of some agricultural equipment to prepare the
demonstration plots was delayed for one to two years, thus the demonstration work for the
extension was delayed. Second, equipment and computers for VPN (Virtual Private Network)
connection have been delayed due to the complexity of the procurement logistics, but this has
not directly affected the training activities, as the online training or webinar has been somehow
conducted with the usual internet connection. Third, the third and fourth training courses in
Japan could not be implemented due to the pandemic of COVID-19, and these were converted
to third-country training courses on the necessary topics after the pandemic subsided. Also, JICA
experts’ dispatch was suspended because of the travel restrictions, but activities were carried
out remotely.

By IIGRANOS, counterpart members have been assigned as almost full-time members.
Resources have been utilized efficiently, as the Extensionist of ETIG and the technical staff of
EAIG have visited farmers together by traveling in the same vehicle to save the transport cost,
for example. One delayed input is the construction of the training facility, which has not been
completed yet.

The project period was extended for six months because some activities were delayed due to the
pandemic of COVID-19.

(5) Impact (Expected)

It is too early to strictly verify the prospect of achievement of the Overall Goal (improvement
of the agricultural extension services) as of the time of terminal evaluation. However, if the
agricultural extension system is sustained, it is expected that farmers will utilize the extended
knowledge and techniques. The result of the extension network analysis shows that some
farmers have already applied the learned technologies such as variety, fertilization, biological
methods, transplanting, and regrowth. Also, some positive changes in the farmers’ attitude.

Other positive impacts include, first, the "Policy for Agricultural Extension" prepared by
the project has been approved by the Ministry of Agriculture and has been in the process
of making it a ministerial decree. Second, the information and communication
technology (ICT) skills of the Cuban counterpart members have improved. Through OJT
during the project, they have become able to create and digitally edit many documents,
such as monitoring sheets, training materials, and newsletters, and data on cooperating
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extension farmers have been managed using the “google my map” application. Third,
on the initiative of IGRANOS, the extension system established by the project has been
introduced and services are being provided in other provinces. Fourth, the network of
Farmer Extensionists has expanded through the exchange of opinions at national
meetings and through SNS.

No negative impact has been reported.

(6) Sustainability (Relatively high)

The "Strategy of the Socioeconomic Policy (2021-2025)" identifies agricultural insurance and
nutrition as new issues in the agricultural sector, of which the information should be diffused to
farmers through the extension services. The “Policy for Agricultural Extension” is enacted as a
ministerial decree, the agricultural extension service would be supported in terms of training the
personnel engaged in extension services, strengthening the linkage between the extension and
research, sustaining the extension structure developed by the project, etc.

As key actors, the roles of the Extensionist of ETIG, technical staff of EAIG, and Farmer
Extensionists were specified at the national and provincial levels. Instead of not having enough
Extension Officers, the number of Farmer Extensionists is increasing. The first 5-year plan
(2017-2022) has not been updated yet. IGRANOS has the training plan for Extension Officers,
technical staff of EAIG, and Farmer Extensionists. The online training infrastructure with
equipment for VPN connection will be ready right after the project completion.

IIGRANOS has got sufficient skills for operating the extension system, as they have planned,
implemented, reviewed, and made feedback on the extension plan, by repeating the cycles
during the project period. Also, they have revised or newly develop extension and training
materials on their initiative. IIGRANOS’ investigators specialize in some grain cultivation
techniques and can get cooperation from national and international organizations on topics they
are not familiar with. For VPN connections, there are IT specialists at IGRANOS.

According to IIGRANOS, the budget for implementing the extension system would be secured.
The priority activities for 2023 include training of the extension personnel and revision of the
didactic materials. These budgets are basically what has been disbursed during the project
period, and therefore it is very probable that all the planned budgets will be approved. At the
provincial level, transport and communication costs of Extension Officers and EAIG extension
personnel will be borne by ETIG or EAIG, respectively.

No risk in the environmental and social aspects has been identified.

3-4 Conclusion

The Outputs and the Project Purpose have been mostly achieved as expected while affected by

the pandemic of COVID-19. Specifically, the agricultural extension system has been established

through the development of an institutional setting, training system, and materials for training and

extension services. As the Overall Goal, farmers’ utilization of the extended information and

technologies would be expected if the extension system is sustained, although the availability of

agricultural inputs is an external factor. Concerns from the Terminal Evaluation Team are the delays

in the installation of VPN-connection equipment and the introduction of the system of the "linkage

of extension services and research.”
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3-5 Recommendations

The following recommendations were drawn for the Government of Cuba based on the

terminal evaluation.

It is recommended to IIGRANOS to modify the indicators set in PDM by the end of 2022.

(1) The productivity (t/ha) of rice, maize, and frijol is improved compared to that of 2021 in
each province.

(2) The types of agricultural extension information are diversified, including non-technical
themes, such as farming management.

(3) The farmers’ satisfaction with the extension service is improved.

It is recommended to MINAG to complete the legalization process of the policy related to the
agricultural extension as soon as possible and to diffuse the extension system enhanced by the
Project, including the organization setting, training of extension personnel, material
development, extension-research linkage, etc. to other crops.

It is recommended that IIGRANOS coordinate with GAG or other relevant institutes or
departments to clarify the necessary procurement methods and procedures as well as to secure
the budget (foreign currency) for procurement

To achieve the Overall Goal, it is recommended that Extension Officers of ETIG and the
technical staff of EAIG be more involved and monitor the dissemination activities of Farmers
Extensionists to farmers and report to IIGRANOS.

3-7 Lessons Learnt

The following lessons learned were drawn based on the terminal evaluation.

The effective extension system does not necessarily ensure the outreach of extension services
to the ultimate beneficiaries. When planning similar extension projects in the future, it is
important to incorporate a mechanism to ensure the path of outreach from actors such as Farmer
Extensionists to individual farmers.

In formulating projects for strengthening the extension system, it is effective to tap and network
the existing institutions while reinforcing their functions, and to ensure the acknowledgment
and involvement of the higher authorities from an early stage of the Project to facilitate the
institutionalization/legislation of the project output.

When providing equipment in countries under particular circumstances, such as foreign
currency restrictions or import restrictions, it is critical to thoroughly confirm access to suppliers
for after-sales service and spare parts of the procured equipment, as well as the maintenance
system and procurement procedures of the implementing agencies.
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