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1. BACKGROUND

This report assesses the accomplishments of the Small Scale
Fisheries Development Project, based on project evaluations carried out
in 1983 and 1985, and observations/monitoring by the Mission's current
fisheries development officer during the period January-September, 1486,
The project was initiated in 1980 -ud was funded by a USAID grant of
US$3 nillion and a GOI rupiah equivalent of US$1,3 million for
disbursement over five years. The project consisted of six
sub-projects: 1) Pilot Flake Ice Plant; 2) Tambak Extension Service;
3) Floating Fish Cage Culture; 4) Rice/Fish Culture; 5) Freshwater
Shrimp Production; and 6) Artisanal Fishery Management,

The goal of the project was to increase annual per capita firh
consumption to 30 kg. while i{noproving the quality and variety of food
fish available to Indonesians. The purpose of the project was ¢to
introduce new and improve existing technology and create a new
statistical base throughcut the small scale fisheries subsector that
would enable natfor] planners to increase food fish production through
improved wutilization of fisheries assistance and resources in the

{mnecdiate sub-project areas.

11, STATUS OF COMPLETION OF PKOJICT ELEMENTS

Four of the sub-projects were completed in September, 1985 as
originally scheduled,  The remaining two sub-projecte, Fish Cage and
Rice/Fish Culture, having been delayed a year for implementution due to
difficultien In {dentifying wultable qualified techniclans, were
conpleted in  Septembder, 1986, With the exception nf the
constrainte/problens discussed below all of the major outputs of the

project were realized,



1, Pllot Flake lce Plant
The installation of the pilot flake 4ice plant was delayed

approximately two years due to delays in completing the building to
house the plant and providing technical assistance to supervise
installation. Furthermore, the accompanying generator set for the
ice plant was destroyed two weeks after the ice plant was placed in
production as it was allowed to run dry of engine oil. However, the
GOl was able to keep the ice plant in operation with a smaller
generator and although production with the small pgeneratcr was
approximately 50X of potential output, the ice plant has been able to
supply adequate ice to the projected number of participants., The GOI
hopes to replace the ruined generator in the near future to realize

the full potential of the ice plant.

2, Tambak Extension Service

Although rhe pgeographic territory was extensive for one
technician, and the individual was not a tambak production and
extensjon specialist, he did hold a number of workshops and
short-term training courses which {mproved the availability of
technology to tambak farmers in the jroject areas, This project was
aleo successful in contributing to the DGF Tambak Intensification

Progran which now provides cxtension services in 10 provinces,

3, Floating Fish Cape Culture

This project was very successful in introducing new and inmproving
existing technology for the production of fish in floating cages.
Sevaral specles of fish were evaluated and found acceptable, both
culturally and economically, for cage production, and the outreach
program attracted a large nunber of participants, However, overall
expansion of cape culture activities in the project areas has been
limited by a lack of {ingerlingn or stocking fish, but ruch shortapes
under an inrreasing demand abwuld serve to encourage private sector
participation in the production of f{ingerlings. The new USATD/GOL

{inherier project has placed priority on developing
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technology to 1increase fingerling production for most all of the
commarcially important species of fish in Indonesia and as a result
activities to support the commercial production of fingerlings for

cage culture will continue,

4. Rice/Fish Culture
This project activity was also very successful with the fingerling

production and extension activities at Kerasaan Hatchery, Although
fingerling production activities at Ambarita Hatchery were
constrained by management and economic problems, the potential for
natural fish production in Lake Toba and need for restocking the lake
(which was the primary purpose of the hatchery) became increasingly
questionable over the life of the project due to the nearly sterile
conditions of the lake. However, in order to upgrade the water
supply to Kerasaan Hatchery the GOI has now shifted rice/fish
fingerling production from Kerasaan to Arbarita and following the
renovation of the Kerasaan ilatchery it 18 expected that fingerling
production activitirs at Ambarita would continue but that most of the
nutput would go to &support cage culture activitiea in Lake Toba

rather than for restocking the lake for natural production.

5, Freshwater Shrimp Production

Although this two year project activity was sguccessful {n
acconplishing 1t's objectives of assisting the DGF to adapt shrimp
production teclmolopy and in demonstrating the technology to the
target proup of 100 t¢inh farwers there were many problems in
reference to funding and support which constrained the possibilfty of
developing  sustainable  shrinp  production  program  activities.
Furthermore, there were parbet uncertainties for prawns in  the
project arca and subsequently a lack of farwer desard for fry,

Difficulties in obtatning profject funde for physical {mprovenenta
to the four project hatcheries aud the lack of sufficient technical
apsistance to overnee hatcliery {zprovement due to the geopraphic

dintance between hatchories resulted 4n only vne of
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the hatcheries being upgraded. In addition, the funding 1levels
provided to the hatcheries were only sufficient to maintain
operations for 3 to 4 months per year. Also, the great distances
between the hatcheries and the pond production areas and the lack of
dedication by the GOI for the management of fry distiibution cent.rs
wvere constraints to the extension effort,

Overall, the lack of committment to budget arnd management support
on the part of GOI and the limited market and demand for rawns and
fry respectively served as the baris for discontinuing support to the
CO0l-in the development of this sector. However, the overall focus of
the new USAID/GOl fisheries project on training and resear h cai be
expected to indirectly support the continuation of private sector

production efforts in the sector.

6. Artisanal Fishery Management

The development of a functional artisanal fishery management
system to include fishiny seasons, limits, species and parketing data
plarned under this project activity was almost {mpossible to
establish over the short-term without good bhaseline studies on the
cxiﬁtlng biological, physiqnl and socio-economic conditions within
the systes, The types of data needed, the procedures required to
collect the data aud analyrze it and the process of adaptiog it to a
managedent system {s a long-term process itself, In this case the
achievement of such objectives was further constrained by the
technictan being over-extended Ly the wide geographic area of
responsibidfty, A better use of avaflable resources could have been
made if efforts had been devoted to a emaller area. Furthermore it
fa almost fmporsible to evajuate the auccess of nev pmanagesent
systeps over the slort-term, The plana to develop an artisanal
fieliery wmanagenent aystem was further {nfluenced by the {nitfation of
the 1980 Frestdential Deceree banning fish trawling within 12 miles of
the coast, fn that a new set of utflfration and management factors
vere introduced which could not bLe evaluated over the ahort-term, As

a result of these factore there probably was not



sufficient time aud/or inputs in the project activity to accunulate
and analyze the data to briug about a seignificant {mprovement in

artigsanal fishery management systems.

However, considering the GOI limitations of training, budget and
numbers of personnel it was felt that the existing system 18 doing
fairly well in adapting to the changes introduced by the trawling
ban, However, additional time, studies and analyses will be required

to fully evaluate the effects.

Over the life of the activity, 5 workshops were held with 148
fishery staff participating and one DGF staff member received a M.S,
degree in fisheries management, Training and demonst:_tions on the
design of artisanal fishing vessels and gear took into consideration

the influence of the trawling ban.

111, SUMMARY OF CONTRIBUTIONS

Although there were some difficulties in reference to the timing arcd
anount of funding contribtutions and subsequent delays 1in project
foplementation, such constrafnts were offset by the extensfon of project
activities, lers than optimal developnent {n sBome of the project
conponents was offset by the lack of demand for product output. For
exanple, although GOl funding was {nadequate to operate shrimp hatcherivs
for a full twelve months per year, the actual demand for shicimp fry in
the project are. was covered under the limited hatchery operation, Thus
artual inpute of both the GOI and the Mission were adequate to carry out

the objectives o' the profect,

1V, HEVIEW 0F FROJECT ACCOMPLISHMNTS

A6 further diecuseed n  the Sumeary, Sectfon X, project

accomplislinentes vere eatisfactory ant eost of the outputa vere achieved,



V. EXTENT TO WHICH THE PROJECT HAS RESOLVED THE ORIGINAL PI'OBLEM

In most caizes, it is ditficult to predict the impact of a small
project on specific »roblems in s production system ar.; the short-temm
contribution to national levels of production  While it can be argued
that this projoct met most of {t's specific pucposes and outputs, the
influence of &such short-term and limited support to increasing annual

food {igrh avatlabllity at the national level canrot be eauily measured.

V1. RFCOMMNDATIONS FOR FINAL ADJUSTMENTS IN PROJECT DESIGN,
CONDITIOMNS AND COVENANTS

None.

VII, CONTINUING AND/OR POST=PROJECT AiD MONITORING RESPONSIBILITIES

None,

V111, REVIEV OF DATA COLLECTION RESULTS AND REMAINING EVALUATIONS

The project appears to have been overly optimistic in reference to
{aplenenting data collection = analysis activities to upgrade managesent
syatens}; and/ur rcatse in prograsaing the socfo-econoale “before and
after studles” needed to balh evaluste and plan data collecting and
ganagenent activities ntially, and to evaluate ani adapt findinpe to
upgpraded sanagemente systess, In addition to an fneutficient Uise frame,
there alau apjeatrs to Lave been Insuflicfent e pliasle plared un training
GOl staff to manage wi contiouc the data collectton = analysts and

sapagencnt activities fnltlated unde?r the project,

Thete $6 po Becd ot additfonal evaluations at this tike,
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IX, SUMMARY OF LESSONS LEARNED

As pointed out in earlier discussions, the project experienced
some delays in the startup of some components and had budget and
pmanagenment difficulties in other components, However, most of the
project components that had significant delays were eventually extended a
year, and obtained thelr objectives. Although budget and munagement
constrainte did reduce the overall output fu some of the comporents wost

activities stil)] managed to meet most of the projected outputc.

New tochnology introduced included the development of a fish feed
formula for fish species under the rlce/fish culture and fish cage
culture components, hormone induced spawning in the fish cage culture
component, shrimp-fish polyculture technology and water
aeration-circulation technolopy 1; the freshwater shrimp production
component, and flaxe jce production technulogy to artisanal fishermen in
the fce plant compunent, Unforseen factors which impacied negctively on
the planned outputa for some of the activities 4included the
fnplementatfon of the 1980 trawling ban for the artisanal fishery
management component, a shortage of fish fingerlings for stocking
conmercial production systems in the fish cage culture component, the
Jack of market demand for prawns {n the freshwater rhrimp oroduction
component and )'mitations ecn budgets, training and personne)l for most

conponent s,

There were a number of {mportant leassonn learned $n this project,
Firet, it was shown that Indonexian flehernen and f({sh farmers ave
willing, and capable of adapting/adopting new tectmologles 1o increase
fish offtake-production, aud that as & general rtule the GOl has
diffsculties 4n providing adequate funding and amanagesent wsupport to
signtficantly fucreane profuction {n sost areat, Second, the role of the
governrent as the prise provider of ssny of the priuvcfpal production
fnpute such as fishing veesels, (ieh {1y, $ce, ele, Burt he questioned an
the Jack of euch fnpute = or the lack of Gul funding to eustaln such

puveFineot $Bbul JropTeRe = ecbves an 4 kefious constralnt o produrtion,
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Third, it was obvious that more basic research needs to be carried out
acrosa the sector to better understand the existing system(s) and predict
the potential for development, In particular more emphasis needs to be
placed on the market forces - demand and supply - and the economict of
proposed new technology/production systems. Also more baseline research
studies need to be carried out on the blolegical, phyeical and chemical
parameters of fisherfee production systems before good
managemant/productior progracs can be developed. Fourth, a oumber of
project components encounterad probleces as a result of the attempt to
address and resolve specific prodblems on a wide geographic buasis. In
addition to staff becoming over-extended funds were not sufficient to
carry out all of the planned activities or to cover the travel costs,

These results point to tle need to focus on resolving the priority
problems of a Bpecific system within smaller geographic arecs and to have
the flexibility to handle other problems that might arise as a constraint
to obtaining the objectives., Finally, 4t s obvious that there s a
serjous lack of research, production aud extension depth {n most the GOl

fisher{es agencies,

The lessons learncd as a result of this project have been taken
into counsideration for the design of the new USAID/GOI (lsliertes
project, Although the new project will {nftially place wajor emphanis on
inproving the capabilitses of GOl research nstitutes and fisleries
universitten through upgraded utaf!, programs and facilitfes,’ it will in
the process, almo address many of the priority constrainte to production
fdentffied under the previous {{sheries project, Fephasia on $uproving
reacarch and unfverstty staflf tratning fn key fustitutions under the new
project will 1lead (o the development of prograss of cxcellence {n
technology developsent anl acadesy. training over the short=ters Lhat can
be trengferred to the private sector for elgnificant production increases

rver the {utemediaste-tern,
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