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EXECUTIVE SUMMARY
l. INTRODUCTION

The Research, Monitoring and Development Project of theFisheries in the
Cahora Bassa Reservoir — Phase [a.k.a., Phase Il or Project in this Evaluatian) i
a collaborative effort between ICEIDA and the Migrso das Pescas (MP, or
Ministry of Fisheries) of the Government of Mozaupeé (GoM). Within MP, the
Instituto Nacional de Investigacdo Pesqueira ([$Rhe implementing institution and
is responsible for promoting scientific managemeft fisheries resources in
Mozambican waters. [ICEIDA commissioned an indepencEvaluation of the
Phase Il Project in June 2010. This report prastrg findings of the Evaluation
Team.

The Phase Il Project was formulated in 2006 andlémpnted in 2007 as a
complementary continuation of the very successful |, conducted 2003-2005
that principally concerned the kapenta fishery aagacity development at Cahora
Bassa.

The objective of Phase llwas stated asthe Project is a research-based project
aimed at producing management options for the tlisferies, the semi-industrial,
the Artisanal and the sport fisheries on the CahBassa reservoir with the objective
of minimizing fisher conflict and at the same timatimizing the harvest from
Cahora Bassa.

The specific objectivesvere defined in the Project Document (PD) as:

1. Strengthening the infrastructure and research faes of the IIP
delegation in Songo;

2. Building human capacity by creating a conductiveriemment for
established researchers to conduct their work and ttaining
Mozambique Researchers to MSc and PhD level;

3. Conducting research and monitoring activities one thkexisting
fisheries (semi industrial Kapenta, Artisanal arbg fisheries) in
order to provide the information necessary for tihevelopment of
holistic management strategies/plans for the Idiggeries; and

4. Developing management strategies/plans for the migberies on
the lake.

The expected outputs of Phase Il
1. Infrastructure to be built in Songo;
2. Human capacity would be enhanced by
a. One MSc and one PhD graduate from Mozambique bjggiro
end,
b. PhD thesis on bio-economy assessment of kapeh&yfjsand
c. MSc thesis on the physical, chemical and biologicaperties
of the lake;
3. Research reports
a. Fish biodiversity report,
b. GIS maps of vulnerable areas along the lake,
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c. Report on the distribution, population dynamics dndlogy
for the main species exploited by the artisan#ldiy,

d. Proposal for close areas,

e. Report on distribution and abundance and population
dynamics for the exploited species,

f. Stock assessment report on exploited species \aitiagement
recommendations,

g. Report on bio-economy assessment of kapenta fishery

h. Report on physical, chemical and biological projest and

i. Report on the potential and sustainable yieldsttierartisanal
and kapenta fisheries, based on stock assessments;

4. Fisheries monitoring system established

a. Maps of fishing areas for the various kapenta opesaand
fishing villages, and

b. Catch and effort reports for all sectors are avala by June
each year;

5. Management Strategies/Plans

a. Management strategy/Plan for the Kapenta fishery,

b. Management strategy/Plan for the artisanal fishenyd

c. Management strategy/Plan for the sport fishery;

6. Other
a. Existence of fishing associations and co-managementps,
and
b. Increased awareness on HIV/AIDS among the fishing
community.

EVALUATION PROCESS

The Terms of Reference (TOR) for the Evaluationresere as follows: The main
objective of the analysis is to evaluate the outtand impact (if possible) of the
Project and examine the effects on the fisheriesosecommunities, institutions and
fisheries resources in Mozambique.... The evaloasball be limited to activities
financed by ICEIDA and cover the period from 200The present.

Following the Organisation for Economic & Co-op&at Development (OECD)
Development Assistance Committee (DAC) Evaluatiomnaly Standards, the
Evaluation Team was expected to review the:

Relevance of the Projectin relation to:
o Partners policy goals concerning poverty alleviatio

0 Mozambique needs as expressed in national fish@adésies and
strategies, and

o Cross-cutting issues related to environmental sedity and
gender as stated in the Partners policies.

Efficiency. Assessment of the use of financial and humaruress available
to the Project. Of importance in this context isoaio examine the coherence
and complementarily between different projects gmdgrams, and also
coherence with other Icelandic or international elegment assistance
programs in the Mozambique.
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Effectiveness Examining the extent to which the Project’s objexs were
achieved, or are expected to be achieved, takitoydncount their relative
importance.

Sustainability. Assessing if net benefits are likely to continu¢erfthe
completion of the assistance. Sustainability of th&titutions was to be
developed under the Project.

The Evaluation included

1. A reiew of the Project Document (PD) as well aseotimplementation
and technical reports, progress reports, final mspstakeholder reports,
minutes of meetings, and other written communicetjo

2. Interviews with representatives of the MP and mgpecifically the IIP
and FFP; Tete Provincial Fisheries Officer; IIPedglte and Research
Coordinator at Cahora Bassa; representatives of Ghbora Bassa
Kapenta Fisheries Organization; Royal Norwegian &ssl (Norway);
current ICEIDA Country Director (CD) and FisheriBsoject Manager;
and past and current post-graduate (MSc & PhD)estisd Appendix |);

3. A visit and on-site inspection of the IIP facilgiat Songo;

4. A field reconnaissance of the lower lake to bettederstand the three
fishing sectors; and

5. Other materials obtained during the Evaluation.

I"l. EVALUATION FINDINGS
A. OVERVIEW

ICEIDA’s cooperation with MP on the Cahora Bassa haen both meritorious and
historic. Indeed, the very presence of the IIRlenCahora Bassa is linked directly
to ICEIDA’s cooperative support. Phase | producedyvpositive results on the
kapenta fishery. Phase Il was late in startingrom its proposed 2007 date, not
commencing until January 2008. Still, progress e@#inuous and progressive with
most objectives (above) being addressed, and mgected outputs either being
accomplished or met in part. The broad objectivéds completing Fishery
Management Plans (FMPs) for the (a) kapenta, (bjeational and (c) artisanal
fisheries have by necessity lagged behind dateamh and interpretation. The
Evaluation Team specifically acknowledges that shiecess during Phase Il is a
direct consequence of the dedication of JM MafuBango District, and the
institutional support he received from the IIP.

ICEIDA by mutual agreement with the MP was not imeal in the administration
and day-to-day management of the Phase Il Projéhis passive approach, in the
opinion of the Evaluation Team, led to unsatisfacteeporting and an aimless
direction beyond Phase Il. Even the richness efhistory of the project was at
stake. Particularly of concern was (1) the absarigelanning forward for “Phase
[II” (regardless of the uncertainty of ICEIDA’s diby itself to continue support for
Mozambique’s fishery sector) leading to the critineed of FMPs of the various
fisheries sectors; (2) the targeting of funds talize the studies of a Ph.D. student

iv
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who’s research on the limnological profiling of tHake is at the heart of
understanding cause:effect relationships betwesetiironment and fishery stocks;
and (3) the inexcusable omission of the Projeanfen2009 tri-lateral Memorandum
of Understanding (MOU) between ICEIDA, MP, and Nagon theCommon Fund
and Mechanisms of Common Dialogue in Support to Risheries Sector of
Mozambique, 2009-2013This latter point is especially noteworthy giveat (1) the
MOU must be revisited and alterations agreed uparrder to recognize the Project
and its activities as National priorities in orderreceive continued support through
2019, and (2) the ICEIDA-sponsored Cahora Bassgggorepresent the state-of-
the-art for the management of Mozambique’s inlamhefries resources, thus
allowing of transferring the outcomes and expemetw other inland waters, e.g.,
Lake Niassa.

B. DAC EVALUATION QUALITY STANDARDS

Following DAC Evaluation Quality Standards, the knion Team drew the
following conclusions:

1. Relevance of the Project

The Phase Il PD was a “bottom:up” proposal comiramf within the [IP/MP to
ICEIDA. At that time, the National policy for fighies centred upon three major
issues, namely to:

* Improve fish protein supply to mitigate in part thational food shortage;

* Increase net foreign exchange earnings by therfigector; and

* Improve living standards of the fishing communiti@dleviate absolute
poverty)

The 2009 tri-lateral MOU between MP, Norway & ICEADs directed toward a new
Fisheries Master Plan (PDP) for 2010-2019 withualty the same underlying
principles.

From the perspective of cross cutting issues, naeralironmental sustainability and
gender, the Evaluation concluded the following:e3éissues are at the core of good
fisheries management in developing countries, eMpzambique. The good
management of fishery stocks for their sustaingbisi intimately linked to healthy
ecosystems andce versa All fishery sectors (be it kapenta, artisanatreational
and the developing aquaculture sectors in this)case expected to provide long-
term benefits to the fishing communities if manag®ppropriately. Women
routinely play a direct role in these sectors eitifieough securing protein for their
families or through commercial enterprise or thioegnployment within the sectors.
Hence, the objectives of the Project are very mieciused on these cross cutting
issues identified in the TOR as well as the Nafiguadicy for fisheries.

The Evaluation Team deemed the Projed!BRY RELEVANT.
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2. Efficiency

The Project was exceptionally productive especigilen its late start-up date. The
Project has achieved, and in some cases exceedstl,ofits objectives. Further,
the Project remains within budget. For these memsthe Phase Il Project was
considered to bEFFICIENT by the Evaluation Team.

3. Effectiveness

As noted, the Project wasERY EFFECTIVE given the lack of administration
oversight and routine M&E.

4. Sustainability

This is the key issue. The Project has obtained valuablernmition on Cahora
Bassa’s fisheries. However, much more is requitedrms of research and planning
to achieve the completion of FMPs, which shouldtie core of a new Phase llI
proposal. To this end, ICEIDA and the MP shouldrkvoooperatively toward
securing adequate funding for (a) planning of thPB and (b) supporting the
remaining years of study for a PhD student. Ttxsrheans further consultation with
Norway and the re-prioritization of Cahora Bassshdries activities as National
priorities.

To the credit of the MP, the operational budget $teadily increased to the Songo
District facility through the 1IP from 2008 throudt®10. This is very encouraging,
although for 2010 the information presented toEkaluation Team indicates about
a 60% decrease in salaries and remuneration. idfishindeed correct, then the
Evaluation Team has additional concern over susltdlity. There is a genuineeed
to bring both the infrastructure and personnel tdewel of “professional” self
sufficiency. Amongst other issues, this also medreamlining the process whereby
permanent employees can be hired in a timely fashio

Based on concerns that are related to both ICEIDdtae MP, sustainability of the
Project iSQUESTIONABLE (at the time of writing)

C. RESULTS OFINTERVENTION

Phase Il was rather successful and effective intimgeseveral of its specific
objectives and expected outputs of the PD:

- Infrastructure was upgraded at Songo,

- Human capacity development far exceeded expecttion

- Fisheries monitoring systems were partially in plaand

- There was positive interaction with stakeholdengresenting the kapenta
fisheries sector.

Activities, outputs and reports for the recreatlomad artisanal fisheries generally
lagged the accomplishments for the kapenta sedibe objective of preparation of
Fishery Management Plans (FMPs) is fully one yeffirt@ completion, perhaps

Vi



Final Report: External Evaluation of the Research, Monitoringl@evelopment Project
of Fisheries in the Cahora Bassa Reservoir — Pliase

longer. FMPs will require a multi-sectoral and @tnstitutional (MP) approach to be
effectively developed and implemented, thus reqgiik focused effort to plan and
integrate input from the various stakeholders.

D. LESSONSLEARNED
“Lessons learned” may be summarized as

- The Project has been cost effective and within btitigus far,

- The Project has retained a steady pace of accdmpists after a 1-year
delay and would be considered “on schedule” extmpthe termination date
of December 2010,

- Given the passive management and administrationlogen, the Project
performed admirably,

- Project coordination on the part of the [IP hashbexemplary,

- The Project lacked virtually any internal or exerM&E protocol that could
have served to promote project outputs,

- The Project’s history including both Phases | anidals left a true legacy of
cooperation between ICEIDA and the MP,

- Technically, the Project made significant advantasoss the board” to
facilitate the development of FMPs for Cahora Basdsheries and a
“holistic” management strategy for the lake,

- Since the Project is in its last stages, it is pnido consider cooperative
efforts with other organizations or donors that patentially help to achieve
the remaining objectives and priorities that arémiately linked to MDGs
and National priorities,

- The Project will require an extension of time im@r to fully accomplish its
objectives and pending activities, and

- The IIP/MP should take steps to secure additiormalegiment funds by
actively promoting the management of inland waserd fisheries as a critical
component of the National priorities to alleviata/erty and to promote food
security.

V. RECOMMENDATIONS

The Evaluation Team emphasizesICEIDA, the MP and other prospective donors
that (1) the Songo facility has evolved into THE “centef inland fisheries
management” in Mozambique, (2) these capabilitiesd aexperiences are
transferrable to other interior waters and theihdéries and (3) these capabilities and
resources require continued future nurturing. €hesnclusions led the Evaluation
Team to render recommendations that consider tbgd?rin both the short- and
long-term:

A. Short-term Phase |
1. Itis recommended thdhe tri-lateral MOU be revisited to recognize
Cahora Bassa inland fisheries program as a Natmaity with the
experience transferrable to other inland watets#fies
2. It is recommended thatiays and means be evaluated to continue
support of PhD student in limnology through to cdetipn
(maximum 3 years)

Vil
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3.

It is recommended thah a “worst case scenario” for ICEIDA,
critical needs be identified and prioritised tosgdoout Phase Il by
December 2011

It is recommended thahe level of funding that will be available
through 2010-11 be assessed and the top prioriteestargeted
accordingly

B. Longer Term “Phase III" — to focus on preparation of FMP’s

5.

6.

7.

It is recommended thadhe IIP translate all research findings of the
previous phases into meaningful management suggssti
It is recommended th&liP-wide planning teams be established to (a)
hold stakeholder workshops to acquire and synthesizaningful
input into FMPs, and (b) Evaluation, refine & reaoend
regulations for each sector
a. FMPs require MP cross-sector input
b. FMPs require stakeholder input
1) Kapenta Fishermen’s Association
2) Recreational fisheries
3) Artisanal fisheries — requires better defining areiv
regulations for subsistence, artisanal, and semi-
industrial components
4) Recognize freshwater aquaculture as an important
component of the inland water fisheries sector
It is recommended that protocol for Governance and Management
of Phase Il be established, to include
Boards, Committees, Task Groups, etc
Terms of Reference for each
Define Membership of each
Standard Operating Procedures (SOP) guidelines
Semi-annual, quarterly, monthly, routine meetings
Plan strategically to identify and prioritise adiis on a 3-
year time table
g. Prepare and archive recorded minutes of each ngeetin
h. Prepare quarterly, semi-annual or annual reports as
deemed appropriate
i. Mid-term external review

~ooooTp

8. Itis re.commended thatapacity needs at Songo (MP) be identified

9.

and addressed

a. Infrastructure plus equipment

b. Personnel needs, particularly in research and esfoent

c. Adjust the budget accordingly
It is recommended thafish stocks, their biology, and fisheries
statistics of all sectors continue to be monitored

10.1t is recommended thatesources be acquired for ecosystem

modeling (Ecopath/EcoSim)
a. Conduct lake-wide seasonal primary productivitydgtu
b. Conduct basic biology studies (age & growth, daet)
fish species at representative trophic levels

viii
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ABBREVIATIONS

AIDS - Acquired Immunodeficiency Syndrome
ARA-Centro — Administr¢io Regional de Aguas Zorentto
CB - Cahora Bassa

CD -ICEIDA Country Director

DAC - Development Assistance Committee

FFP - Fundo de Fomento Pesqueira

FMP - Fishery Management Plan

GoM - Government of Mozambique

HIV - Human Immunodeficiency Virus

ICEIDA - Icelandic International Development Agency
[IP - Instituto Nacional de Investigacéo Pesqueira

ISPU — Instituto Superior Politécnico

M&E - Monitoring and evaluation

MDGs -Millennium Development Goals

MOU — Memorandum of Understanding

MP - Ministério das Pescas a.k.a. Ministry of Fréte
Norway -Norwegian Embassy, Maputo Office

OECD - Organisation for Economic & Co-operation Bieypment
PC - Project Coordinator

PD -Project Document

PDP - Fisheries Master Plan for 2010-2019

Phase Il acronym for Research, Monitoring and Developmenjdet of the
Fisheries in the Cahora Bassa Reservoir — Phase Il

PIU - Project Implementation Unit

PM - Project Manager

Project — acronym for Research, Monitoring and Deigw@ent Project of the
Fisheries in the Cahora Bassa Reservoir — Phase Il

PSB -Project Supervisory Board

PSC - Project Steering Committee

SAIAB - South African Institute for Aquatic Biodivsity
SOP - Standard Operating Procedures

TOR -Terms of Reference

UEM —Universidade Eduardo Mondlane

UniLurio -Universidade de Lurio
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PROJECT SUMMARY SHEET

Country:
Sector:
Executing Agencies:

Project Title:
Project Period:

Total Estimated Cost:
Donor:

Tentative ICEIDA contribution:

Tentative GoM contribution:

Mozambique

Fishing Sector

Ministry of Fisheries (MP)/lihgio Nacional
de Investigacao Pesqueira (1IP), Icelandic
International Development Agency (ICEIDA)
The Cahora Bassa Reservoir Fish&esearch
and Monitoring Project — Phase |l

January 2007 - December 2010

US$ 485,300

ICEIDA

US$ 440,000
US$ 45,300
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