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BASIC DATA

Loan Identification

1. Country Papua New Guinea
2. Loan Number 1925-(SF)
3. Project Title Coastal Fisheries Management and
Development Project
4, Borrower Papua New Guinea
5. Executing Agency National Fisheries Authority
6. Amount of Loan SDR4.284 million
7. Project Completion Report Number PNG 1100
Loan Data
1. Appraisal
— Date Started 11 March 2002
— Date Completed 21 March 2002
2. Loan Negotiations
— Date Started 19 June 2002
— Date Completed 21 June 2002
3. Date of Board Approval 24 October 2002
4, Date of Loan Agreement 27 November 2002
5. Date of Loan Effectiveness
— In Loan Agreement 25 February 2003
— Actual 22 July 2003
— Number of Extensions 1
6. Closing Date
—In Loan Agreement 28 February 2008
— Actual 18 September 2008
— Number of Extensions Nil
7. Terms of Loan
— Interest Rate 1.0% during grace period
— Maturity 32 years
— Grace Period 8 years
8. Disbursements
a. Dates
Initial Final Time
Disbursement Disbursement Interval
10 October 2003 14 July 2008 57 months

Effective Date

22 July 2003

Loan Closing Date

18 September 2008

Time Interval

62 months




I PROJECT DESCRIPTION

1. Papua New Guinea (PNG) has large fisheries resources that provide livelihoods for most
coastal communities through subsistence and small-scale fisheries. The main objective of the
Coastal Fisheries Development and Management Project was to contribute to poverty reduction
in the rural coastal communities of PNG by increasing, or preventing further decline of, income
and fisheries resources in the coastal communities. It aimed at achieving this by (i) improving
the fisheries management and monitoring capacity of fisheries stakeholders, and (ii)
establishing infrastructure and links to commercial centers to create diversified earning and
employment opportunities for small-scale fishers.

2. The project comprised four components: (i) fisheries management support; (ii) extension
of the existing longline wharf in Lae; (iii) establishment of social Infrastructure in Alotau, Daru,
and Lae; and (iv) project management. The Project was to be undertaken within the context of
recent overall improvements to the policy and investment regime in the fisheries sector in PNG,
which were attributed to (i) prudent changes to fisheries management policies; (ii) positive
transformations to the National Fisheries Authority (NFA), making it more focused and
productive; and (iii) stronger competitiveness of PNG's export fisheries due to a progressive
decline in the value of the kina. Much of the growth in the sector had been assisted by the
previous Asian Development Bank (ADB)-funded project, the Fisheries Development Project’
(FDP) implemented from 1999 to 2003. The success and positive impacts of the FDP were part
of the reason why the project was seen as a follow-on project, but with more emphasis on
fisheries development and management within provincial and local governments and equal
participation of the small-scale fishers within the coastal communities.

3. The Project became effective on 22 July 2003 and a contract with a consulting firm was
signed in September 2003. However, during detailed design, it was realized that land tenure
would be a cumbersome process and would hamper (i) extending the longline wharf, (ii)
establishing mooring and landing facilities, and (iii) establishing harbor and vending facilities for
women and harbor workers. There were also technical problems with geotechnical and
environmental conditions of the specific sites for proposed civil works. Furthermore, a downturn
in the overall economy of the country (which still persists) depressed the commercial fisheries
industry and suppressed demand for support services. As a consequence, almost all of the
proposed civil works were eventually deleted from the project scope. Project implementation
thus consisted primarily of the provision of services by consultants and community-based
management (CBM) contractors. Consulting services accounted for $3.4 million of the $3.9
million disbursed from the loan account.

Il. EVALUATION OF DESIGN AND IMPLEMENTATION
A. Relevance of Design and Formulation

4, The project design was relevant at appraisal and consistent with both ADB's country
strategy and program update 2002—20042 and the government's national priorities focusing on

ADB. 1998. Report and Recommendation of the President to the Board of Directors on a Proposed Loan to Papua
New Guinea for the Fisheries Development Project. Manila. (Loan 1656-PNG, approved on 11 December). The
loan amount was $6.50 million equivalent and total project cost was $9.30 million equivalent. The Fisheries
Development Project's main objective was to increase the economic contributions made by fisheries to the PNG
economy while ensuring sustainable management of the fisheries resources.

2 ADB. 2002. Papua New Guinea: Country Strategy and Program (2002-2004). Manila.



recovery and development with three main objectives: (i) export-driven economic growth; (ii)
good governance; and (iii) rural development, poverty reduction, and empowerment through
human resource development.

5. To ensure strong ownership, a broad consultation process was undertaken with
stakeholder government agencies at the national and provincial levels, and with the rural coastal
communities and other fisheries stakeholders. Lessons from past projects, including the FDP,
were also incorporated.

6. The selection of provinces was based on a combination of the following factors:
availability of supporting infrastructure, abundance of fish resources, potential to increase value
from small-scale fishery, and access to commercial fishery centers. The project design aimed at
benefiting around 130,000 households, which comprised 23% of the rural households in the four
project provinces. These households fish regularly, with about 60% fishing for subsistence
consumption and about 40% fishing for consumption as well as sale. The proposed
infrastructure developments were to improve existing facilities as well as establish new facilities
to address the needs of most small-scale commercial fishers, passenger boats, women fisher
traders, and commercial tuna longlines in Milne Bay, Morobe and Western provinces.

7. The Project was relevant as a means for improving the livelihoods of the rural coastal
communities as well as for small-scale fishers by introducing sustainable fisheries management
for maximizing benefits, and improving or creating diverse earning and employment
opportunities. At project closure, none of the infrastructure and facilities had been built. These
comprised about 26% of project total base costs. However, the fisheries management support
component (51% of total base costs) created positive impacts and outputs in the affected
communities and provincial and local governments, and generated widespread interest,
including from nonparticipating provinces.

B. Project Outputs

8. The proposed and achieved project outputs for components follow, and a summary of
achievements is shown in the Project Framework as Appendix 1.

1. Component 1: Fisheries Management Support

9. The fisheries management support was to be achieved by undertaking the following
subcomponents (i) institutional strengthening and support, (ii) fisheries assessment and
monitoring, (iii) strengthening information flows, (iv) community-based fisheries management,
and (v) mariculture development.

a. Institutional Strengthening for Coastal Fisheries Management

10. This subcomponent was to be implemented by undertaking the following activities: (i)
training courses on fisheries management, (ii) refinement of legislations to support local
fisheries management, (iii) formation of stakeholder associations and provincial fisheries
advisory committees, and (iv) development of provincial fisheries action plans.

11. Six stakeholder workshops were conducted, five on marine resources management and
one on provincial fisheries management and development. This resulted in the formation of
provincial fisheries management authorities in New Ireland and Morobe provinces, and the



design of resource management strategies and plans for the two provinces. Three paralegal
training courses were conducted for local magistrates in conjunction with the CBM program to
assist the communities in two of the three target provinces to establish and implement the CBM
program. Revisions were also proposed by the consultant to the Fisheries Management Act
1998 to enable the transfer of powers to the provincial and local governments in the provinces
so as to allow them to participate with the NFA in the overall management and monitoring of
fisheries resources. However, the NFA board has yet to approve the proposed changes to the
Fisheries Management Act, and these are needed for the provinces to implement plans.

b. Coastal Fisheries Assessment and Monitoring

12. This subcomponent was to be implemented by (i) developing fisher monitoring
arrangements, (ii) conducting resource surveys, (iii) conducting household and socioeconomic
surveys, (iv) preparing resource inventories, and (v) habitat mapping.

13. Six field surveys were conducted for the small-scale fishers, and included the three
landing, market, and buyer surveys and three socioeconomic surveys conducted in Milne Bay,
Morobe and New Ireland provinces. The field surveys established records for a single year's
assessment on the characteristics of local fishers, the type of marine products sold, and
information on the activities of the buyers. The skills gained from these survey activities would
be used for future surveys when needed. The baseline socioeconomic surveys involved
interviews with 600 households, 100 focus groups (NGOs and youth, fishermen, and women's
groups), and 100 key informants (local government representatives, community leaders, and
others) in each of the three target provinces. The surveys helped to establish baseline data on
the existing overall socioeconomic conditions of the local communities relating to small-scale
fisheries and also assist the consultants in designing the appropriate CBM programs for
individual villages and villages in the province in general. The surveys were intended to be
repeated at the end of the project but this did not happen due to changing project
circumstances.

14, A stock assessment of béche-de-mer (sea cucumber) was carried out in late 2006 in
New Ireland and results indicated that resource quantities had drastically reduced compared
with the last survey in 1992, when the resource was already over-fished. Based on this, the NFA
made recommendations to the NFA board to close the fishery for extended recovery periods.
The recommendation was approved and the NFA, through the provincial fisheries division,
announced a seasonal closure on further harvesting of béche-de-mer in New Ireland province.
A seminar on béche-de-mer survey methods was also conducted and showcased the Sea
Cucumber Survey Handbook® which was aimed at improving the skills and knowledge levels of
NFA officers in resource survey design and implementation and data analysis using the project
database designed for this purpose.

15. Resource inventories were prepared for the three target provinces and a geographic
information system established to integrate the data collected for the three landing, market, and
buyer surveys, socioeconomic surveys, and resource inventory surveys under the project as
well as previous surveys, marine charts, and satellite images. The integration of the NFA's
fishery database and the geographic information system is complete as a result of this, and is
used as a research and management tool.

® Ursula Kaly. 2007. Sea Cucumber Survey Handbook. Port Moresby.



C. Strengthening Information flows

16. This subcomponent included (i) the preparation of information and awareness materials,
(ii) improved availability of information resources, (iii) the development of the NFA's fisheries
website, and (iv) the preparation of provincial resource profiles.

17. Under the project, a wide range of public awareness activities and information materials
to promote coastal fisheries management and conservation were produced. The products
included 32 radio shows broadcast on local radio stations in Morobe and New Ireland, 5 videos,
10 comics, and 5 posters, all of which were published in English and Tok Pisin. The video
shows and radio broadcasts were done in conjunction with the CBM awareness campaign
throughout the coastal communities of the two provinces. The comics and posters were
distributed to schools, local communities, and the general public and reprinted several times
due to demand.

18. The NFA website was improved; it is now an important source of information and is
accessible by NFA officers and the general public. It contains links to a wide range of
administrative and technical information and documents. The NFA’'s newly improved
bibliography database, the Koha, has been used to store electronic records of the NFA's library
collections and links have been established so that these records can be easily accessed and
downloaded or viewed using the Koha. The information technology division of the NFA is
responsible for the operation and maintenance of the improved information system.

d. Community-Based Fisheries Development and Management

19. This subcomponent included (i) raising awareness on fisheries management issues, (ii)
promoting small business, (iii) women’s skills training, (iv) deploying fish aggregation devices
(FADs), and (v) raising awareness on HIV/AIDS.

20. The awareness campaigns on fisheries management issues were very successful in
Morobe and New Ireland provinces and generated a lot of interest from the two communities.
The campaigns ran for 6 months and consisted of community meetings, songs and dramas,
showing of videos, and distribution of comics and posters. The campaign also covered
HIV/AIDS awareness, and distribution of information materials and condoms.

21. More than 60,000 people from 150 communities participated in the outreach programs of
the CBM in Morobe and New Ireland. Following project implementation, an estimated 40
communities were implementing their plans, 20 had established their plans and awaited the
second review of their bylaws prior to launch, and the remaining communities were at various
stages of preparing their plans. Most communities appreciate the importance of the CBM
program and they are witnessing positive outcomes within their marine ecosystems.
Communities are requesting sustainability plans.

22. In support of the CBM program, and as an alternative income-generating initiative, six
FADs were deployed in New Ireland. These devices failed and were not replaced under the
project. In Morobe, three FADs were deployed with three more planned. However, the
construction and deployment of these devices was undertaken under another conservation
program with similar project scope. Also, the shift in development priorities to the agriculture
sector by the provincial governments to align with the national government’s medium term
development strategy (MTDS) gave alternative opportunities to the project-affected communities



who have revisited agricultural activities as a means of maintaining their livelihood and earnings.
There was no specific training on business and women'’s skills development undertaken under
the project as these were already institutionalized by the National Fisheries College in Kavieng.

e. Mariculture Development

23. This subcomponent was designed to improve the NFA’'s Nago Island Research Facility
(NIRF), including the renovation of an existing building and provision of equipment necessary to
carry out aquaculture activities. The policy decision was made by the NFA to co-develop the
NIRF with a tourism operator in order to share the cost of both developing and operating the
facility. Finding a suitable partner delayed implementation. On the second attempt, a partner
was selected, but negotiations stalled when the partner wanted the title over part of the NFA’s
site, which the NFA could not agree to. By October 2006, the project steering committee (PSC)
together with the NFA decided to abandon the partnership arrangement; the NFA decided to
develop the NIRF alone. Since then, the NFA's consultant has updated the design and cost
estimates of the facilities, and finalized tender documents for construction. The NFA intends to
manage the construction and will manage the completed facilities.

2. Component 2: Longline Wharf

24, This component intended to extend the existing longline wharf from the face of the old
Lae yacht club* to align it with the adjacent Lutheran Shipping wharf to achieve suitable water
depth. The extension and improvements would have resulted in (i) an increase in the number of
tuna longline vessels that berth at any one time (currently two vessels), (i) improved turnaround
time for vessels, and (iii) increased storage space. However, at project completion none of the
proposed works under the component were achieved. This was due to a major downturn in the
fishing industry in 2004 caused by both external and internal forces, such as increased fuel
prices, static fish prices, and a long period of low fish availability that afflicts the industry even
today. The number of vessel operators declined and the ones operating were forced to scale
down operations. In addition, the proposed site was observed to be exposed to milder tidal
patterns after land reclamation and construction of the new Lae yacht club on either side of the
site. This caused the site to become a deposition basin that allowed for increasing
sedimentation problems and reduced water levels. As a result, in October 2006, the PSC
recommended the cancellation of the longline wharf development.

3. Component 3: Social Infrastructure

25. This component was to have developed infrastructure facilities at nominated sites in the
Milne Bay, Morobe and Western provinces. The proposed landing and mooring infrastructure
and the land-based facilities would have (i) improved the market opportunities for small-scale
fishers, (ii) resulted in the supply of good quality fish products, (iii) reduced injuries and damage
to boats during landing, (iv) increased the quantity of marine products due to greater numbers of
local fishers, thereby making export worthwhile, and (v) created safe and secure social facilities
for women vendors and harbor workers.

* The old Lae yacht club comprises two allotments with a total area of about 0.20 hectares. It was bought by the NFA

in 2003 as part of its preparations for the project.



a. Voco-Point—Lae, Morobe Province

26. The proposed structures were a finger jetty with adjoining pontoons and a reinforced
concrete ramp at the same location as the longline wharf. Based on the same reasons stated
above for the longline wharf, the PSC decided in October 2006 to cancel construction.

b. Sanderson Bay—Alotau, Milne Bay Province

27. It was proposed during appraisal that a jetty for small boats, a terminal building, and a
transit house together with other civil works would be undertaken in Sanderson Bay. However,
none of the proposed infrastructure was built. After the national elections in 2002, the new
provincial government decided to take a holistic approach to the development of the town and
immediately undertook to review (i) ongoing development activities, (ii) the Alotau town master
plan, and (iii) land tenure issues and acquisition. The provincial administration developed a
foreshore development plan as part of the overall master plan for Alotau town. The plan
included the relocation of the proposed jetty for small boats to another site, which enjoyed
strong local support. The original site would have required the construction of a breakwater and
wind shelters, which were not included in the original project scope.

cC. Daru—Daru Island, Western Province

28. Infrastructure proposed for Daru included a jetty with an adjoining pontoon and a fuel
storage depot. The NFA negotiated to acquire the site from the Fly River provincial government
and PNG Harbors Board during project preparation. However, the bulk fuel storage depot was
cancelled during the design phase because services from the local fuel supplier improved and it
was felt that private firms should develop the necessary infrastructure on a commercial basis.
Subsequently, the PSC in October 2006 recommended cancellation of all civil works
components due to delays in acquiring land and the adjacent underwater lease, and a change in
the new government's development priorities after the 2002 national elections. The land
originally intended for the bulk fuel storage depot and the landing facilities is being developed as
a commercial center. The new wharf is now under construction north of the originally proposed
site.

C. Project Costs

29. The total project cost estimated during appraisal was $9.50 million equivalent, which
included physical and price contingencies and interest during construction. Out of this, $6.63
million (70%) was for foreign exchange costs and the remaining $2.87 million equivalent (30%)
for the local currency costs. ADB approved a loan of $5.70 million® (SDR4.284 million
equivalent), covering almost 60% of total project cost and 86% of foreign cost, from its Special
Funds resources. The balance of the project cost was funded by the government.

30. As shown in Table 3 in the Basic Data section, out of the total $9.50 million, the actual
project cost was $4.70 million (49%) with a variance of $5.10 million (54%). The civil works
component accounted for about 41% of the amount, and this was largely due to the cancellation
of civil works subprojects, as previously explained.

> At appraisal, the loan was for an amount equivalent to SDR4.284 million (which was $5.70 million). However, due
to the improved rate of the SDR, the loan amount increased to $6.47 million.



D. Disbursements

31. Disbursements are directly linked to the overall project implementation program and any
delays in disbursements are attributed to delays in implementing planned activities. Delays in
loan effectiveness and subsequent delays in finalizing the international consultancy contract
significantly slowed project implementation and hence disbursements. Of the approved loan
amount of $5.70 million equivalent, only $3.94 million equivalent was disbursed at loan closure.
The actual disbursement figures for 2003—2008 are shown in Appendix 2.

32. The decision to use the imprest account within the existing financial management
system of the NFA was appropriate at the time as the NFA had significantly improved its
financial management capacity under the FDP. The use of statement of expenditure procedure
approved by ADB ensured timely payment. This was further enhanced by the provisions under
the project administration memorandum of the project, with particular emphasis on ADB
procedures and processes in handling disbursements.

E. Project Schedule

33. Loan effectiveness was expected 3 months after approval on 24 October 2002, but due
to outstanding preconditions on the part of the NFA, loan effectiveness was finally declared on
22 July 2003. The inception report from the project consultant was due in November 2003, but
during the inception phase, ADB, the NFA, and the project management consultant agreed that
the report should cover the period up to February 2004. It was thought that this would give
sufficient time (i) for the NFA to accommodate outstanding administrative and counterpart
issues related to the consultancy, (i) for the NFA to revisit and investigate uncertainties over
earlier arrangements for the proposed infrastructure sites in the three provinces, and (iii) for the
project management consultant firm to deal with changes to its original team members.

34. The original project implementation schedule was revised accordingly. However, since
most of the physical works were dropped from the project, the initial delays had limited impact
on the intended dates for project completion and the subsequent loan closure in February 2008.
The original and actual project implementation schedules are presented for comparison in
Appendix 3.

F. Implementation Arrangements

35. The Project's actual implementation arrangements closely followed intended
arrangements at appraisal, and were overall satisfactory and appropriate. However the key
performance of implementing agencies was variable.

36. The government's decision to establish the NFA as both executing agency and project
implementation unit was valid at appraisal due to the overall improvements to its management
and monitoring functions which had occurred under the FDP. Prior to project implementation in
September 2003, the NFA had already done some preparatory works. It had (i) negotiated with
the appropriate provincial authorities to acquire land for the infrastructure component of the
project, (ii) purchased the old Lae yacht club site in 2003 as the base for the tuna longline
wharfing facilities, (iii) had preliminary discussions with the Milne Bay and Western provincial
government departments, and (iv) signed memorandum of agreements with Milne Bay, Morobe



and New lIreland provincial governments regarding the delegation of certain functions (factory
and product inspection, surveillance, observer management, etc.) and financial arrangements to
support them.

37. The NFA's performance started deteriorating in 2004. Ineffective leadership following the
suspension of the managing director in 2004 rendered the NFA a less reliable executing
agency. This exacerbated implementation delays, especially for the civil infrastructure
component, which was subsequently cancelled in October 2006.

38. The PSC provided overall guidance and supervision to the project. It initially comprised
only representatives from the NFA, Department of National Planning and Monitoring,
Department of Provincial and Local Level Government Affairs, Department of Treasury, Harbors
Board, and other key stakeholders from the fisheries sector. During implementation, difficulties
were experienced with issuing and approving project documents which rested with other
government line agencies—such as the departments of Environment and Conservation, Lands
and Physical Planning, and Foreign Affairs—which were not original members of the PSC. The
PSC membership was then expanded and this improved the issue and approval of project
documents.

G. Conditions and Covenants

39. By loan closing in September 2008, most covenants of the loan had been complied with,
except those directly related to the infrastructure development and audited accounts (Appendix
4).

40. The loan was to be made effective on 25 February 2003, as per the Loan Agreement.
Prior to the deadline for loan effectiveness, the government (through the Department of Finance
and Treasury) requested an extension to the deadline, to 28 May 2003. This was to allow
adequate time for the government to meet the remaining preconditions for loan effectiveness.
The remaining conditions were (i) establishing the PSC with the required composition, and (ii)
approval of the subsidiary loan agreement between the national government and the NFA.
However, there was further delay due to the 2002 national elections, and it was not until 22 July
2003 that the loan became effective.

41. Generally, the NFA failed in the timely submission of audited accounts reports to ADB as
per the Loan Agreement (schedule 6, para. 5) and recommendation and report of the President
(p. 15, para. 61). The delay in the timely submission of the reports was mainly due to
understaffing problems in the auditor general’s office, which created a backlog of audit reports
that are still yet to be cleared.

H. Consultant Recruitment and Procurement

42. Recruitment of the consultant to assist the NFA in the implementation of the project was
carried out using the quality- and cost-based selection in accordance with ADB's Guidelines on
the Use of Consultants. The Borrower's Evaluation Committee (BEC) was chaired by the
managing director of the NFA and consisted of three senior officers from the NFA, one from the
Department of National Planning and Monitoring, and one from the Department of Treasury.
ADB’s Special Loan Appraisal Mission of January 2003° found that the evaluations of the BEC

® Mission comprised T. Gloerfelt-Tarp, natural resource specialist.



were acceptable and in line with ADB’s procurement guidelines, and the mission had no
objections to those recommendations. There were no significant issues over the selection of the
consultant.

43. The NFA and ADB agreed to use ADB's procurement guidelines for sourcing of goods
and services. ADB provided the sample bidding documents and prequalification of contractors
to the NFA during the Project Inception Mission in 2004.

l. Performance of Consultants, Contractors, and Suppliers

44, Overall, the performance of consultants, contractors, and suppliers was satisfactory. The
local and international members of the consultant team were qualified professionals and
provided timely and relevant support to the project implementation unit, NFA staff, and the
provincial officers during project implementation. Initially, the consultant firm experienced minor
staffing, logistics, and office space problems, which resulted from delays in negotiations and
signing of its contract with the NFA, but these were later resolved with the assistance of the
NFA and ADB.

45, During project implementation, the consultant, in consultation with local authorities,
reviewed and proposed changes to the existing management and monitoring functions of the
fisheries sector. The changes were important and allowed for the decentralizing of relevant
responsibilities and functions’ to the provincial and local governments so as to allow these
governments to support local fisheries resources management and income-generating
initiatives.

46. During the inception phase, the consultant helped the NFA negotiate with landowners
and provincial and local governments to establish the actual status and availability of subproject
sites. This was particularly important support in the face of a dynamic political and economic
environment. The consultant also carried out further geotechnical and other technical
investigations, which resulted in increased subproject cost estimates. This information
underpinned the PSC's later decisions to cancel infrastructure subprojects.

47. Local NGOs, MAREMCO (Morobe), and Ailan Awareness (New Ireland) were hired by
the consultant to carry out the community-based fisheries management and development
programs. Their awareness activities and distribution of information materials were well
appreciated and these generated substantial interest from rural coastal communities in Morobe
and New Ireland provinces.

J. Performance of the Borrower and the Executing Agency

48. Overall, performance of the Borrower and the NFA (as executing agency) was rated
partly satisfactory. The government participated actively in project meetings and
communications, including with ADB, and provided adequate counterpart funding to meet its
financial commitments. However, the effective support of stakeholder government agencies
varied.

" Proposed changes to the Fisheries Management Act 1998 have been pending approval by the NFA board since
2005, and to date no decision has been made. However, prior to project implementation, memorandums of
agreement were developed between the NFA and three of the four target provinces to assist with the establishment
of provincial authorities to oversee fisheries activities at the provincial level.
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49, Prior to implementation of the project, the NFA under the FDP was transformed from a
government department into a streamlined statutory authority, and a corporate plan for 2002—
2004 was developed. Under the plan, the NFA was required to implement government policies
for managing and developing fisheries as a national asset. However, as noted, by 2004, the
NFA's performance as the executing agency had started to deteriorate. Despite setbacks, the
NFA still maintained its commitment in overseeing the work of the consultant as per the
Consultant Services Agreement under the project. It provided local staff to support the project
activities with the project technical assistance consultant. Most consultant staff were located at
the National Fisheries College in Kavieng, and worked on a short-term basis in the other project
provinces when required. However, the core management team of the consultant firm was
located at the NFA headquarters in order to maintain regular communication with NFA
management.

K. Performance of the Asian Development Bank

50. Overall, ADB's performance is rated partly satisfactory. The project was initially
managed by a project officer based at ADB headquarters in Manila until the officer's relocation
in July 2005. Project administration was then delegated to ADB's PNG Resident Mission 1 year
later. During this period, ADB did not monitor or administer the project intensively. ADB
guidance and clearances were delayed, and ADB provided conflicting advice on bid documents
and other project-related issues. The scheduled February 2006 midterm review did not proceed,
and an important opportunity was lost to make mid-course changes.

51. ADB communications and liaison with the government and the NFA improved after
project administration was delegated to the PNG Resident Mission in 2006. The resident
mission fielded a review mission in March 2007, increased its involvement in the PSC meetings
to maintain ADB's guidance and support to the project, and undertook a project completion
review mission during September and October 2008. Soon after delegation to the PNG
Resident Mission, ADB reviewed an issues paper prepared by the NFA project management
unit and the consultant regarding proposed changes to the original project scope, including
cancellation of infrastructure subprojects, extension of consultancy services, and possible loan
closing date extension. The ADB March 2007 review mission endorsed the cancellation of
infrastructure subprojects and recommended early closure of the loan. ADB also recommended
that the remaining fisheries management support activities be continued by the NFA after the
project.

I, EVALUATION OF PERFORMANCE
A. Relevance

52. Overall, the project is rated partly relevant. As appraised, the project was relevant to
ADB's overarching goal of poverty reduction and its PNG country strategy and program update
2002-2004 (footnote 2). The project's relevance to the government's development priorities was
reconfirmed by the government's MTDS 2005-2010, which prioritizes (i) export-driven economic
growth, (ii) fostering rural development and reducing poverty, (iii) good governance, and (iv)
promoting agriculture, forestry, fisheries, and tourism on a sustainable basis.

53. However, canceling the project's civil works subprojects significantly reduced its scope
and relevance.
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B. Effectiveness in Achieving Outcome

54. Overall, the project is rated less effective. The project intended to develop sustainable
fisheries for coastal marine resources, using broad stakeholder participation. This was only
partly achieved. As stated previously, none of the proposed infrastructure was built under the
project. Thus, targets relating to the number of longline vessels, use of facilities by women, use
of jetties by village boats and outboard vessels, the quality of produce available at local
markets, and the delivery of export quality fish to traders were not achieved.

55. The sustainable fisheries management component was partly achieved (Appendix 1).
Sustainable fisheries management activities were undertaken in only two of the three planned
provinces. The use of locally based NGO contractors to carry out most of the awareness and
campaigns, including the CBM program, was an effective approach. The project established
provincial fisheries advisory committees, developed provincial action plans, and launched 29
CBM sites in Morobe and New Ireland provinces. However, this significant local success was
not fully matched by formal institutional arrangements. The required amendment to the
Fisheries Management Act to enable the transfer of powers and responsibilities from the NFA to
the provincial and local governments has not yet been achieved. This is delaying the
implementation of the fisheries resources management strategic plans and programs developed
under the project for Morobe and New Ireland. The delayed amendment is also hindering the
implementation of community bylaws and fisheries committees, provincial fisheries
management authorities, and annual work plans and budgets.

C. Efficiency in Achieving Outcome and Outputs

56. Overall, the project is assessed less efficient. Despite the reduced project scope, it
continued through to the original project completion date of 31 December 2007. Project savings
were almost $5.1 million from a total project cost at appraisal of almost $9.5 million (Appendix
2). Project management costs were not excessively high for the outputs achieved. The use of
locally based NGO contractors to carry out most of the awareness and campaigns, including the
CBM program, was an efficient approach. Because of the large reduction in project scope, an
economic reevaluation was not undertaken.

D. Preliminary Assessment of Sustainability

57. Overall, the project's sustainability is rated less likely. The social and investment
infrastructure planned under the project were never established, therefore no sustainability
issues arise. The project improved capacity and established fisheries management and
monitoring mechanisms within the provincial governments and project-affected communities in
Lae and Kavieng. The project also assisted in drawing up resource management plans and
community bylaws, and conducted courses and workshops to improve capacity. By the time of
the project completion mission, the NFA had already completed its proposed long-term fisheries
development plan and budget to carry forward the remaining works of the project, including
other key development areas within the fisheries sector. But the extent to which the plan will be
approved and implemented (if ever) is as yet unclear.

E. Impact

58. The project had limited impact in reducing poverty in coastal fisheries communities.
There were indirect gender impacts as women attended training courses and took up posts with
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the village-based community fisheries management committees, contrary to local cultural
norms. Communities which adopted and implemented the marine conservation programs under
the CBM programs started benefiting from improved marine environments, with increases in fish
numbers and types, and rejuvenation of underwater marine life. Thus, despite its overall lack of
physical achievement, the project did have some net positive socioeconomic and environmental
impacts.

V. OVERALL ASSESSMENT AND RECOMMENDATIONS
A. Overall Assessment

59. The project was only partly implemented as conceived since the entire investment and
infrastructure development component was cancelled. This was unavoidable, and the decision
to cancel was correct and minimized project losses. The objectives of the sustainable fisheries
management component remained relevant and were partly successful in the two provinces in
which component activities were implemented. However, local successes have not yet fully
yielded the intended benefits because the necessary legislation to delegate responsibilities to
provincial and local governments has not yet been passed. Nonetheless, this is still expected to
happen.

60. Overall, the project is rated partly successful, as shown in the following table.

Assessment of Overall Project Performance

Criterion Weight Assessment Rating Value  Weighted Rating
Relevance 20 Partly Relevant 1 0.2
Effectiveness 30 Less Effective 1 0.3
Efficiency 30 Less Efficient 1 0.3
Sustainability 20 Less likely 1 0.2
Overall Rating 100% Partly Successful 1.0

Sources: ADB PPR, ADB Guidelines for preparing performance evaluation reports for public sector operations.
B. Lessons
61. The following are the key lessons from this project:

0] Executing agencies, such as the NFA, when nominated to act as project
management unit on behalf of the borrower, must be provided with the necessary
office space, required counterpart staff, financing, etc., during the early stages of
loan effectiveness to avoid project implementation delays.

(i) The status of land ownership needs to be determined and initial measures taken
to ensure the required land is available for project purposes.

(iii) The objectives of the project were delivered more effectively by having
consultants located within the provincial headquarters—a strategy that can be
considered by the NFA in delivering its functions.

(iv) The involvement of NGOs and other nationals directly recruited as field
assistants ensured wider participation and better utilization of time.
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(V) The need for high-quality consultants to carry out reliable geotechnical feasibility
studies is very important for such difficult marine settings.

(vi) Delegation of project administration and management responsibilities to the
resident mission needs to be determined in the early stages of project
implementation to avoid unnecessary setbacks to overall project objectives and
achievements.

C. Recommendations

62. Delegation of Powers and Responsibilities. The project consultant prepared draft
revisions to the Fisheries Management Act 1998, which stipulated the delegation of certain
functions of fisheries resources management and monitoring to the provincial and local
governments. These functions were to be vested with the newly developed provincial fisheries
management authorities to manage and monitor the provincial territorial waters. The
government and NFA board should ensure that the revised act becomes law.

63. Sustainability of Community-Based Fisheries Management. The project established
and launched CBM programs in Morobe and New lIreland as pilot programs to rehabilitate
marine life and rejuvenate fisheries resources that were being over-fished. The CBM program
also provided fisheries resources management training, and, as a result, established local
fisheries management committees and developed their bylaws. The NFA and the provincial
governments in Morobe and New Ireland should ensure that the committees and the bylaws are
standardized and enforced at the local government level, and if possible extend the program to
other coastal communities with similar issues to that of the project.

64. ADB Delegation of Project Management Responsibilities. The project was
supervised by a project officer based in Manila and his sudden relocation affected important
project activities such as the midterm review. ADB should ensure a smooth and full handover to
any new project officer (interim or substantive) prior to the departure of the incumbent project
officer. ADB should also ensure the transfer of project administration and management
responsibilities to the resident mission within 1 year of loan effectiveness, provided that the
resident mission is capable of handling the delegated responsibilities.
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PROJECT FRAMEWORK

Design Summary

Performance Indicators/Targets

Monitoring Mechanisms

Goal
Contribute to reduced level of
poverty in the coastal fishing

Increased volume of fisheries resources
Introduced other income-generating

National Statistics Office

communities opportunities Provincial Fisheries and
Created employment opportunities Marine Resources
Division records
Purpose

Sustainable fisheries development
for the coastal marine resources is
developed and implemented with
broad stakeholder participation

Provincial fishery advisory committees

in Morobe and New Ireland established
Provincial action plans for Morobe and

New Ireland developed

20 CBM sites in Morobe and 9 in New

Ireland launched

Project reports

Provincial economic
sector development plans

Outputs
1. Sustainable fisheries management

1.1 Institutional and stakeholder
capacity improvement

Six workshops and seminars were
conducted for staff and officers of the
NFA, provincial governments, and
communities of the project-affected
areas.

Three paralegal training courses were
conducted for the village magistrates.
Revision of the FMA 1998 to empower
lower level governments in the
provinces to manage and monitor their
fisheries resources is not yet approved.
Stakeholder associations and small-
scale fisher groups formed in Morobe
and New Ireland but are not yet
functional.

Provincial fisheries management
authorities established in Morobe and
New Ireland.

Provincial fisheries management and
development plans developed for
Morobe and New Ireland but, again, not
yet approved.

Project reports

1.2 Fisheries assessment and
monitoring

The new GIS established and all survey
information gathered under the project
together with previous surveys, marine
charts, and satellite images
incorporated.

Resource inventories completed for
Milne Bay, Morobe, and New Ireland.

A stock assessment survey was carried
out on the sea cucumber in New
Ireland.

Surveys carried out on 600 households,
100 focus groups, and 100 key
informants to establish baseline
information for the socioeconomic
impact studies for Milne Bay, Morobe,
and New Ireland.

Project reports
NFA GIS
Provincial Fisheries and

Marine Resources
Division records

1.3 Strengthened information flow

A PNG fisheries regulation booklet for
local fishers, buyers, and exporters
produced in English and Tok Pisin in
2005.

Project reports

NFA website
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Design Summary Performance Indicators/Targets Monitoring Mechanisms

Produced 32 radio shows each for
Morobe and New Ireland, 5 videos, 10
comics, and 5 posters. Materials were
produced in both English and the local
dialect.

NFA’s database (the Koha) improved
and old records from the NFA library
added.

NFA website improved with links to
scientific, technical, and administrative
information and documents that can be
viewed or downloaded.

1.4 Improved community-based Community fisheries management Project reports
fisheries management committees and their bylaws
established but not yet implemented. Provincial Fisheries and
Three FADs deployed in Morobe and Marine Resources
six in New Ireland, with assistance from Division records
the landowners.
NFA’s Workplace Policy on HIV/AIDS National AIDS Council
established and two comic booklets records
produced.

2. Investment and infrastructure
development

2.1 Longline wharf to mitigate non- No achievements due to cancellation of
market failure constructed near project component

Voco-Point

2.2 Improved landings; reduced No achievements due to cancellation of
turnaround time for fishing, cargo, project component

and passenger vessels; and better
market access achieved through
construction of small jetties, transit
houses, and sanitation and access
facilities

AIDS = acquired immune deficiency syndrome, CBM = community-based management, FAD = fish aggregating device,
FMA = Fisheries Management Act, GIS = geographic information system, HIV = human immunodeficiency virus, NFA =
National Fisheries Authority.
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SUMMARY OF PROJECT DISBURSEMENTS

($'000)
Cat. No. Cat. Description 2003 2004 2005 2006 2007 2008 Total
01 Civil Works 0.0 6.6 0.0 0.0 0.0 0.6 7.2
02A Vehicles 88.5 5.0 0.0 0.0 0.0 0.0 93.4
02B Equipment and Materials 0.0 30.0 0.0 0.0 0.0 24.9 54.9
Training, Fellowships,
03 Surveys and Studies 0.0 136.2 0.0 0.0 0.0 1399 276.1
04 Consulting Services 300.0 1,190.1 5735 955.0 329.8 59.3  3,407.8
05 Auditing 0.0 12.6 12.6
06 Interest Charge 0.0 7.0 17.5 25.2 34.0 0.0 83.8
07 Unallocated 0.0 0 0.0 0.0 0.0 0.0 0.0
99 Imprest Fund 0.0 0 0.0 0.0 0.0 0.0 0.0
Total 3885 1,387.4 591.0 980.2 363.8 2247 3,935.9

Cat.= category.
Note: Variance is due to rounding.
Source: Asian Development Bank records (Loan and Grant Financial Information Services) as at 8 September 2008.



PROJECT IMPLEMENTATION SCHEDULE

Year and Quarter of Implementation

No Category 2002 2003 2004 2005 2006 2007
A Loan Processing and conditions
1 L oan Annraisal Neaotiation Annroval and
B Fisheries Management Support
1 Institutional Strenathenina
2 Assessment and Maonitarina
3 Strenathenina Information Flow
4 Communitv-Rased Manaoement
5 Mari-cultiire Develonment
C Infrastructure Development
C1 Voco-Point: wharf extension and jetty
a Investioation and nreliminarv desian
h Detail desian and Tenderina
c Constriiction
c2 Sanderson Bav: Jettv for small boats
a Investigation and nreliminarv desian
h Detail desian and Tenderina
c Canstriiction
Cc3 Daru® Jettv for small hoats
a Investioation and nreliminarv desian
h Detail desian and Tenderina
c Constriiction
CcR Daru- Rulk Fuel Storaae
a Investigation and nreliminarv desian
h Detail desian and Tenderina
c Canstriiction
D Proiect Manaoement
1 Proiect Manaacement Sunnart
Key:
Actual
Original

¢ xipuaddy

LT
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STATUS ON COMPLIANCE OF LOAN COVENANTS

Reference in Loan
Agreement

Project Covenant

Status of
Compliance

Art. 1ll, Sect. 3.01,
LA

(a) the Borrower shall re-lend the proceeds of the Loan to
NFA under a SLA upon terms and conditions satisfactory
to the Bank. Except as the Bank as otherwise agree, the
terms for re-lending the proceeds of the Loan shall include
interests at the rate of 1% per annum during the grace
period of the Loan and 1.5% per annum thereafter
inclusive of foreign exchange risk and a repayment of 32
years including a grace period of 8 years.

(b) the Borrower shall cause NFA to apply the proceeds of
the Loan to the financing of the expenditures on the
Project in accordance with the proceeds of the LA and PA.

Complied.

Art. 1ll, Sect. 3.02,
LA

The goods and services and other items of expenditure to
be financed out of the proceeds of the Loan and the
allocation of amounts of loan among different categories
of such goods and services and other items of expenditure
shall be in accordance with the provisions of Schedule 3
to the LA, as such schedule may be amended from time to
time by agreement between the Borrower and the Bank.

Complied.

Art. 1ll, Sect. 3.03,
LA

Except as the Bank may otherwise agree, all goods and
services to be financed out of the proceeds of the Loan
shall be procured in accordance with the provisions of Sch
4 and 5 of this LA. The Bank may refuse to finance a
contract where goods and services have not been
procured under procedures substantially in accordance
with those agreed between the Borrower and the Bank or
where the terms and conditions of the contract are not
satisfactory to the Bank.

Complied.

Art. 1ll, Sect. 3.04,
LA

Except as the Bank may otherwise agree, the borrower
shall cause all goods and services financed out of the
proceeds of the Loan to be used exclusively in the
carrying out of the Project.

Complied.

Art. 1ll, Sect. 3.05,
LA

Withdrawals from the Loan Account in respect of goods
and services shall be made only on account of
expenditure relating to:

(@) goods which are produced and supplied from and
services which are supplied from such member countries
of the Bank as shall have been specified by the Bank from
time to time as eligible sources for procurement, and

(b) goods and services which meet such other eligibility
requirements as shall have been specified by the Bank
from time to time.

Complied.

All goods and
services were
obtained locally.

Art. lll, Sect. 3.06, The closing date for withdrawals from the Loan Account | Complied.
LA for the purposes of Sect 8.03 of the Loan Regulations | Loan account was
shall be the last day of February 2008 or such other date | closed on 18
as may from time to time be agreed between the Borrower | September 2008.
and the Bank.
Art. IV, Sect. 4.01, (a) The Borrower shall cause NFA to carry out the Project | Complied.

LA

with due diligence and efficiency and in conformity with
sound administrative, financial, engineering,
environmental and fisheries practices.

(b) In the carrying out of the Project and operations of the
Project facilities, the Borrowers shall perform, or cause to
be performed, all obligations set forth in Schedule 6 to this
LA.

Art. IV, Sect. 4.02,
LA

The Borrower shall make available to NAF, promptly as
needed and on term and condition acceptable to the Bank,
the funds, facilities, services, land and other resources

Partly Complied.
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Reference in Loan
Agreement

Project Covenant

Status of
Compliance

which are required, in addition to the proceeds of the
Loan, for the carrying out of the Project.

Art. IV, Sect. 4.03,
LA

The Borrower shall ensure the activities of its departments
and agencies with respect to the carrying out of the
Project and operations of the Project faciliies are
conducted and coordinated in accordance with sound
administrative policies and procedures.

Complied.

Art. IV, Sect. 4.04,
LA

The Borrower shall furnish, or cause to be furnished, to
the Bank all such reports and information as the Bank
reasonably request concerning (i) the Loan, and the
expenditure of the proceeds and maintenance of the
services thereof; (ii) the goods and services and other
items of expenditure financed out of the proceeds of the
Loan; (iii) the Project; (iv) the administrative, operations
and financial condition of NFA; (v) financial and economic
conditions in the territory of the Borrower and the
international balance-of-payment position of the Borrower;
and (vi) any other matters relating to the purpose of the
Loan.

Complied.

Art. IV, Sect. 4.05,
LA

The Borrower shall ensure the Bank’s representative to
inspect the Project, the goods financed out of the
proceeds of the loan, and any relevant records and
documents.

Complied.

Art. IV, Sect. 4.06,
LA

The Borrower shall take all action which shall be
necessary on its part to enable NFA to perform its
obligations under the PA, including the establishment and
maintenance of its tariffs as stipulated in the para 6 of Sch
6 thereof, and shall not take or permit any action which
would interfere with the performance of such obligations.

Not applicable.

Art. 1V, Sect. 4.07,
LA

(a) The Borrower shall exercise its right under the SLA in
such a manner as to protect the interest of the Borrower
and the Bank to accomplish the purpose of the loan.

(b) No rights or obligations under the SLA shall be
assigned, amended, or waived without the prior
concurrence of the Bank.

Complied.

Art. VI, Sect. 6.01,
LA

The following are specified as additional conditions to the
effectiveness of this LA for the purposes of Sect 9.01(f) of
the Loan Regulations:

(a) the PSC shall have been established, as provided in
Para 2 of Sch 6 to this LA: and

(b) the Subsidiary LA, in form and substance satisfactory
to the Bank, shall have been duly executed and delivered
on behalf of NFA and shall have become fully effective
and binding upon NFA in accordance with its terms,
subject only to the effectiveness of this LA.

Complied.

Art. VI, Sect. 6.02,
LA

The following is specified as an additional matter, for the
purpose of Sect 9.02(a) of the Loan Regulations, to be
included in the opinion or opinions to be furnished to the
Bank: that the SLA has been duly authorized by or ratified
by, and executed and delivered on behalf of, NFA, and is
legally binding upon NFA in accordance with its terms,
subject only to the effectiveness of this LA.

Complied.

Art. VI, Sect. 6.03,
LA

A date ninety (90) days after the date of this LA is
specified for the effectiveness of the LA for the purposes
of Sect 9.04 of the Loan Regulations.

Not complied. Loan
effectiveness was
approved on 22 July
2003.

Art. 11, Sect 2.01, PA

(a) NFA shall carry out the Project with due diligence and
efficiency, and in conformity with sound administrative,
financial, environmental and fisheries practice.

(b) In the carrying out of the Project and operation of the

Complied.
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Reference in Loan
Agreement

Project Covenant

Status of
Compliance

Project facilities, NFA shall perform all obligations set fort
in the LA to the extent that they are applicable to NFA.

Art. I, Sect 2.02, PA

NFA shall make available, promptly as needed, the funds,
facilities, services, equipment, land and other resources
which are required, in addition to the proceeds of the
Loan, for the carrying out of the Project.

Partly Complied.

Art. 11, Sect 2.03, PA

(a) In the carrying out of the Project, NFA shall employ
competent and qualified consultants and contractors,
acceptable to the Bank, to an extent and upon terms and
conditions satisfactory to the Bank.

(b) Except as the Bank may otherwise agree, all goods
and services to be financed out of the proceeds of the
loan shall be procured in accordance with the provisions
of Sch 4 and 5 to the LA. The Bank may refuse to finance
a contract where goods and services have not been
procured under procedures substantially in accordance
with those agreed between the Borrower and the Bank or
where the terms and conditions of the contract are not
satisfactory to the Bank.

Complied.

Art. 11, Sect 2.04, PA

NFA shall carry out the Project in accordance with plans,
design standards, specifications, work schedules and
construction methods acceptable to the Bank. NFA shall
furnish, or cause to be furnished, to the Bank, promptly
after their preparation, such plans, design standards,
specifications and work schedules, and any material
modifications subsequently made therein, in such details
as the Bank shall reasonably request.

Complied.

Art. 1I, Sect 2.05, PA

(@) NFA shall take out and maintain with responsible
insurers, or make other arrangements satisfactory to the
Bank for insurance of the Project facilities to such extent
and against such risks and in such amounts as shall be
consistent with sound practice.

(b) Without limiting the generality of the foregoing, NFA
undertakes to insure, or cause to be insured, the goods to
be imported for the Project and to be financed out of the
proceeds of the loan against hazards incident to the
acquisition, transportation and delivery thereof to the place
of use or installation, and for such insurance any
indemnity shall be payable in a currency freely usable to
replace or repair such goods.

Complied.

Art. 1l, Sect 2.06, PA

NFA shall maintain, or cause to be maintained, records
and accounts adequate to identify the good and services
and other items of expenditure financed out of the
proceeds of the loan, to disclose the use thereof in the
Project, to record the progress of the Project (including the
cost thereof) and to reflect, in accordance with
consistently maintained sound accounting principles, its
operations and financial conditions.

Complied.

Art. I, Sect 2.07, PA

(a) The Bank and NFA shall cooperate fully to ensure that
the purpose of the loan will be accomplished

(b) NFA shall promptly inform the Bank of any conditions
which interferes with, or threatens to interfere with, the
progress of the Project, the performance of its obligations
under this PA or the SLA, or the accomplishment of the
purposes of the Loan

(c) The Bank and NFA shall from time to time, at the
request of either party, exchange views thru their
representatives with regard to any mattes relating to the
Project, NFA and the loan.

Complied.

Art. 11, Sect 2.08, PA

(@) NFA shall furnish to the Bank all such reports and

Complied.




Appendix 4 21
Reference in Loan Status of
Agreement Project Covenant Compliance

information as the Bank shall reasonably request
concerning (i) the loan and the expenditure of the
proceeds thereof; (ii) the goods and services and other
items of expenditure financed out of such proceeds; (iii)
the Project; (iv) the administration, operations and
financial conditions of NFA; and (v) any other matters
relating to the purposes of the Loan.

(b) Without limiting the generality of the foregoing, NFA
shall furnish to the Bank quarterly reports on the execution
of the Project and on the operations and management of
the Project facilities. Such reports shall be in such form
and in such detail and within such a period as the Bank
shall reasonably request, and shall indicate, among other
things, progress made and problems encountered during
the quarter under review, steps taken or proposed to be
taken to remedy these problems, and proposed program
of activities and expected progress during the following
quarter.

(c) Promptly after physical completion of the Project, but in
any event not later than 3 months thereafter or such later
date as the Bank may agree for this purpose, NFA shall
prepare and furnish to the Bank a report, in such form and
in such detail as the Bank shall reasonably request, on the
execution and initial operation of the Project, including its
cost, the performance by NFA of its obligations under this
PA and the accomplishment of the purposes of the Loan.

Art. I, Sect 2.09, PA

(@) NFA shall (i) maintain separate accounts for the
Project and for its overall operations; (ii) have such
accounts and related financial statements (balance sheet,
statement of income and expenses, and related
statements) audited annually, in accordance with
appropriate auditing standards consistently applied, by
independent auditors whose qualifications, experience
and terms of reference are acceptable to the Bank; and
(iii) furnish to the Bank, promptly after their preparation but
in any event not later than 6 months after the close of
fiscal year to which they relate, certified copies of such
audited accounts and financial statements and reports of
the auditors relating thereto (including the auditors’
opinion on the use of the Loan proceeds and compliance
with the covenants of the LA as well as on the use of the
procedures for imprest account/statement of expenditure),
all in the English language. NFA shall furnish to the Bank
such further information concerning such accounts and
financial statements and the audit thereof as the Bank
shall from time to time reasonably request.

(b) NFA shall enable the Bank, upon the Bank’s request,
to discuss NFA financial statements and its financial
affairs from time to time with NFA auditors, and shall
authorize and require any representative of such auditors
to participate in any such discussions requested by the
Bank, provided that any such discussion shall be
conducted only in the presence of an authorized officer of
NFA unless NFA shall otherwise agree.

Partly Complied.
Audited accounts
reports for each year
was never received
within the specified
period due to staffing
issues within the
Auditor General’s
Office.

Art. 11, Sect 2.10, PA NFA shall enable the Bank’s representatives to inspect the | Complied.
Project, the goods financed out of the proceeds of the
Loan and any relevant records and documents.

Art. Il, Sect 2.11, PA (a) NFA shall, promptly as required, take all action within | Complied.

its powers to maintain and renew all rights, properties,
powers, privileges and franchises which are necessary in
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the carrying out of the Project or in the conduct of its
business.

(b) NFA shall at all times conduct its business in
accordance with sound administrative, financial,
environmental and fisheries practices, and under the
supervision of competent and experienced management
and personnel.

(c) NFA shall at all times operate and maintain its plant,
equipment and other property, and from time to time,
promptly as needed, make all necessary repairs and
renewals thereof, all in accordance with sound
administrative, financial, engineering, environmental,
fisheries, and maintenance and operational practices

Art. 11, Sect 2.12, PA Except as the Bank may otherwise agree, NFA shall not | Not applicable.
sell, lease or otherwise dispose of any of its assets which
shall be required for the efficient carrying on of its
operations or the disposal of which may prejudice its
ability to perform satisfactorily any of its obligations under
this PA.

Art. 11, Sect 2.13, PA Except as the Bank may otherwise agree, NFA shall apply | Complied.
the proceeds of the Loan to the financing of expenditures
on the Project in accordance with the provisions of the LA
and this PA, and shall ensure that all goods and services
financed out of such proceeds are used exclusively in the
carrying out of the Project.

Art. I, Sect 2.14, PA Except as the Bank may otherwise agree, NFA shall duly | Complied.
perform all its obligations under the SLA, and shall not
take, or concur in, any action which would have the effect
of assigning, amending, abrogating or waiving any right or
obligations of the parties under the SLA.

NFA = National Fisheries Authority, SLA = special loan agreement, LA = loan agreement, PA = project agreement,
PSC = project steering committee.
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	55. The sustainable fisheries management component was partly achieved (Appendix 1). Sustainable fisheries management activities were undertaken in only two of the three planned provinces. The use of locally based NGO contractors to carry out most of the awareness and campaigns, including the CBM program, was an effective approach. The project established provincial fisheries advisory committees, developed provincial action plans, and launched 29 CBM sites in Morobe and New Ireland provinces. However, this significant local success was not fully matched by formal institutional arrangements. The required amendment to the Fisheries Management Act to enable the transfer of powers and responsibilities from the NFA to the provincial and local governments has not yet been achieved. This is delaying the implementation of the fisheries resources management strategic plans and programs developed under the project for Morobe and New Ireland. The delayed amendment is also hindering the implementation of community bylaws and fisheries committees, provincial fisheries management authorities, and annual work plans and budgets.    

	C. Efficiency in Achieving Outcome and Outputs
	56. Overall, the project is assessed less efficient. Despite the reduced project scope, it continued through to the original project completion date of 31 December 2007. Project savings were almost $5.1 million from a total project cost at appraisal of almost $9.5 million (Appendix 2). Project management costs were not excessively high for the outputs achieved. The use of locally based NGO contractors to carry out most of the awareness and campaigns, including the CBM program, was an efficient approach. Because of the large reduction in project scope, an economic reevaluation was not undertaken.
	D. Preliminary Assessment of Sustainability
	57. Overall, the project's sustainability is rated less likely. The social and investment infrastructure planned under the project were never established, therefore no sustainability issues arise. The project improved capacity and established fisheries management and monitoring mechanisms within the provincial governments and project-affected communities in Lae and Kavieng. The project also assisted in drawing up resource management plans and community bylaws, and conducted courses and workshops to improve capacity. By the time of the project completion mission, the NFA had already completed its proposed long-term fisheries development plan and budget to carry forward the remaining works of the project, including other key development areas within the fisheries sector. But the extent to which the plan will be approved and implemented (if ever) is as yet unclear.    

	E. Impact 
	58. The project had limited impact in reducing poverty in coastal fisheries communities. There were indirect gender impacts as women attended training courses and took up posts with the village-based community fisheries management committees, contrary to local cultural norms. Communities which adopted and implemented the marine conservation programs under the CBM programs started benefiting from improved marine environments, with increases in fish numbers and types, and rejuvenation of underwater marine life. Thus, despite its overall lack of physical achievement, the project did have some net positive socioeconomic and environmental impacts.


	IV. OVERALL ASSESSMENT AND RECOMMENDATIONS
	A. Overall Assessment
	59. The project was only partly implemented as conceived since the entire investment and infrastructure development component was cancelled. This was unavoidable, and the decision to cancel was correct and minimized project losses. The objectives of the sustainable fisheries management component remained relevant and were partly successful in the two provinces in which component activities were implemented. However, local successes have not yet fully yielded the intended benefits because the necessary legislation to delegate responsibilities to provincial and local governments has not yet been passed. Nonetheless, this is still expected to happen. 
	60. Overall, the project is rated partly successful, as shown in the following table.  

	B. Lessons
	61. The following are the key lessons from this project:

	C. Recommendations
	62. Delegation of Powers and Responsibilities. The project consultant prepared draft revisions to the Fisheries Management Act 1998, which stipulated the delegation of certain functions of fisheries resources management and monitoring to the provincial and local governments. These functions were to be vested with the newly developed provincial fisheries management authorities to manage and monitor the provincial territorial waters. The government and NFA board should ensure that the revised act becomes law. 
	63. Sustainability of Community-Based Fisheries Management. The project established and launched CBM programs in Morobe and New Ireland as pilot programs to rehabilitate marine life and rejuvenate fisheries resources that were being over-fished. The CBM program also provided fisheries resources management training, and, as a result, established local fisheries management committees and developed their bylaws. The NFA and the provincial governments in Morobe and New Ireland should ensure that the committees and the bylaws are standardized and enforced at the local government level, and if possible extend the program to other coastal communities with similar issues to that of the project.
	64. ADB Delegation of Project Management Responsibilities. The project was supervised by a project officer based in Manila and his sudden relocation affected important project activities such as the midterm review. ADB should ensure a smooth and full handover to any new project officer (interim or substantive) prior to the departure of the incumbent project officer. ADB should also ensure the transfer of project administration and management responsibilities to the resident mission within 1 year of loan effectiveness, provided that the resident mission is capable of handling the delegated responsibilities.    



