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47 CROP
J TRUST

ANNEX A

Project Proposal and Budget
Phase 1 {2023-2024)

BOLD WP1: Capacity and resource development of
Ecuador’s national genebank

E Key information

Name of Implementing Institutions: INIAP and IICA

Instituto Nacional de Investigaciones Agropecuarias (INIAP)

and

Official institute name: Inter-American Instituto for Cooperation on Agriculture (IICA)

Name of signatory: Rodolfo Campos Arceu — Representative in Ecuador

Name of technical focal point: Julio Daniel Escobar — Specialist in Biotechnology (julio.escobar@iica.int)
Office address: Av. 12 de Octubre N24-584 y Francisco Salazar (esq.), edif. Torre Sol Verde, piso 2.

Correo postal: Apartado 17-03-00201. Quito, Ecuador

Email address: iica.ec@iica.int; Contact number: (593-2) 290-9002 / 290-9003 / 290-9004 / Cel.: 099-736-802
Country location: Ecuador Budget requested (US$): 155,038.10
Name of Project Leader, Position Name of Alternate Contact, Position
Name: César Tapia Name: Alvaro Monteros

Position: Leader DENAREF Position: Researcher DENAREF

Contact Details of Project Leader Contact Details of Alternate Contact
Email: cesar.tapia@iniap.gob.ec Email: alvaro.monteros@iniap.gob.ec
Telephone: 59322360089 Telephone: 59322360089

Mobile number: 593992521219 Mobile number: 593996763609

Mailing address: Panamerica sur km 1, sector Mailing address: Panamerica sur km 1, sector Cutuglahua
Cutuglahua

Project Start Date 01/07/2023

Project End Date 31/12/2024

Date Proposal Submitted 26/04/2023

Date Proposal approved DD/MM/YYYY

BOLD WP1 (Phase 1 grant) 10f17
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C. Impleme_ntation

1. Priority areas
From the list in Section A, which 3 items require urgent action? Explain why they are priority areas,

According to the evaluation carried out, we consider that the bank has several weaknesses that are
reflected in the 15 recommendations and 62 activities. For us, the bank should be supported to carry out all
the recommendations, since a genebank should be efficient in collection, conservation in cold chamber,
field, in vitro and cryopreservation, regeneration and multiplication, characterization, documentation, security
duplicates and distribution of germplasm, so that it can fulfill its function of conservation and use. For us, the
priority areas would be those indicated for 2023, among which are the highest priority areas:

1. Manage regeneration and characterization activities, improve the protocols and document SOPs to
eliminate the backlogs and risk of loss of genetic integrity of the accessions

2. Reduce risk of loss of seed accessions from reduced longevity during storage by increasing initial
viability testing and monitoring following genebank standards.

3. Establish germplasm health testing activities to manage the health of all the accessions in the
collection to support conservation and distribution.

Given the bank's limited financial resources in the last five years, it has not been able to monitor, regenerate
and multiply the orthodox seed germplasm that is kept in cold storage. It is therefore urgent to carry out this
activity, as well as to strengthen the entire documentation system, which is not included among the priority
recommendations because only three areas were requested.

2. Project management

Describe how you intend to manage this project, i.e. monitoring, ensuring the delivery of high quality outputs, timely reporting, ensuring
progress in line with the workplan, etc.

The project will be monitored on a quarterly basis with the support of INIAP's Planning Direction
(hitp://tecnologia.iniap.gob.ec/index.php/estaciones/mplanta/mdirec/mdplan) and through monitoring
matrices by activity and using the traffic light methodology, i.e., classifying the progress of each deliverable
under the categories of achieved, mostly achieved, partially achieved, partially achieved / partial progress or
not achieved. This allows us to make corrections in time to ensure that the work plan is met with high quality
and on schedule.

3. Plan for communicating and publicizing results

Describe how you intend to communicate and publicize the results from this project. Please include suggestions of how your team
could collaborate with the Global Crop Diversity Trust's Communication team to produce and share such outputs. Include names and
positions of any individuals who would be involved in producing communications deliverables and publicizing project outputs.

The content generated will be based on the communication plan prepared by INIAP's Social Communication
Unit, which is approved and verified by the General Secretariat of Communication of the Ecuadorian
Government.

The INIAP communications team is currently made up of 3 people (communications analyst, graphic designer
and communications assistant, http://tecnologia.iniap.gob.ec/index.php/estaciones/mdgene/mdcomu), a
team with extensive experience and methodologies associated with scientific communication.

The project will have the following strategic points to achieve the greatest reach of visualization of the contents
to the audiences of interest.

INIAP will manage its digital media such as the website, social networks Facebook, Twitter, Instagram and
Linkedin for the dissemination of information:

The different strategies to be applied during the project are presented below.

Content Strate

Coverage of activities on the development of the project.

Create content of informative value for the learning of the audiences of interest.

Create a biannual communication campaign to present the progress of the 2023 project.

Create a biannual communications campaign on the importance of the Crop Trust and INIAP alliance
in Ecuador.
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Public Relations Strategy
e Develop a biannual media agenda on the project, to disseminate the 2023 objectives and activities.
» Publish collaborative information bulletins on project activities on the INIAP and Crop Trust website.
e Photo coverage to be shared with the Global Crop Diversity Trust team.

The different strategies will be jointly developed for the creation of informative content and the implementation
of communication campaigns.

NOTE: It is important to point out that INIAP's Communication Unit does not currently have any type of budget assigned
to it; therefore, all the activities to be carried out will be carried out with free tools.

4. Feasibility, Scope, and Limitations
Please comment on the feasibility, scope, and limitations of the proposed project, in particular regarding the delivery of the expected
BOLD WP1 outputs and activities.

Feasibility:
There is a high % feasibility of the Project with the exception of the additional technical staff as indicated in
the constraints.

Scope:

We consider that the scope of the project is adequate contemplating all the plant genetic resources whether
native, forest, medicinal both native and exotic, genetic improvement lines, wild relatives and wild edible
species.

Limitations:

1. Additional staff: the recommendation to increase the DENAREF-INIAP staff with five people does
not depend on the project coordinator or INIAP authorities alone, but on the current restrictions of
the national government on staff reduction in the public sector. Steps will be taken to justify the
increase in personnel to the Ministry of Finance.

2. ltis highly recommended that the budget given to INIAP should be managed by a fund manager
since INIAP has a very slow public sector system (public procurement) that could jeopardize the
execution of activities. One alternative is for the Inter-American Institute for Cooperation on
Agriculture (IICA) to manage the Project's budget, for which preliminary discussions have been
held. IICA would be willing to do so with an overhead charge of 8.1%.

5. Sustainability of the project

Please provide a plan for the continuation of the work beyond the funding period and indicate the availability of additional funding if
necessary.

In 2022, budget allocated allowed to start with processes to improve field conservation, equipment
maintenance, agrochemical stock, partial labor and technical personnel for two experimental stations. By
2023, the budget was cut by 40% compared to 2022, which will affect the hiring of technical personnel, labor
and only maintenance of cold chambers and in vitro, and a small item for conservation of collections in the
field in three experimental stations. During 2023 we will take several steps to ensure that Ecuadorian
government complies with its obligation to provide a stable budget each year for the INIAP genebank, in
accordance with the current Law on Agrobiodiversity, Seeds and Promotion of Sustainable Agriculture,
however, it is difficult to assure funding from the government.

BOLD WP1 (Phase 1 grant)
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D. Risk management

Assess what risks could affect goal achievement. Also describe the risks that could have a negative impact on cross-cutting issues
(human rights, women’s rights and gender equality, climate and the environment, and anti-corruption. See Risk Matrix below as guide

fo risk assessment.

Identification

Analysis

Management

Risk

Probability

Impact |

Overall risk

Risk-reducing measures

[Risks that could affect g

oal achievement]

Lack of government
support in terms of
technical staff and
budget

Likely

Major High

Ongoing management of the Ministry of
Finance

Time delay in the
purchase of
equipment due to
import or customs
clearance

Possible

Moderate

Significant

Purchase of equipment with companies that
guarantee delivery in the required times

Lack of personnel
specialized in
certain topics, such
as seed health tests

Likely

Major High

Commitment of the authorities to support with
technical personnel

[Cross-cutting issues: Negative impact on human rights, women's rights, and gender equality]

Risks of gender-
based violence,
exploitation,
discrimination and
abuse

Possible

Minor Low

Application of the corresponding laws by the
state authorities

Cross-cutting issues: Ne

ative impact on climate and the environment]

Risks of loss of
accessions in field

from drought, Possible Moderate Significant Actions of safety duplication

_flooding

[Cross-cutting issues: Negative impact on anti-corruption]
Fraud, theft,

reputational loss,

operational, legal- Aot :

P compifnce: Possible Minor Low ,;\t;;;t)gzajltﬁgr%;ge corresponding laws by the
related

RISK MATRIX

Risk category Consequence/lmpact
Likelihood Severe Major Moderate Minor Insignificant
Almost certain High High High Significant Significant
Likely High High Significant Significant Modesrate
Possible High Significant Significant Moderate Low
Unlikely High Significant Moderate Low Low
Rare Significant Significant Moderate Low Low
Risk Level

High: high risk; immediate action required

Significant: significant risk; attention needed

Moderate: moderate risk; management responsibility must be specified

Low: low risk; manage by routine procedures
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E. Genebank key performance indicators (KPI)

Refer to the review report to complete this table. Please complete for years 2021 and 2022. Add comment if not applicable, not relevant, or not
available.

Number of accessions

Indicators 2021 2022 2023 2024

Composition of coliections

1. Number of accessions in total 28,654 28654 29000
2. Number of seed accessions 16,736 16736 17082
3. Number of accessions conserved in vitro 997 1027 1040
4. Number of field bank accessions 8,415 8415 8415
Availability

5. Available for immediate distribution 1,152 1152 2152
6. Viability tested 526 1276 2026
7. Viability above 85% 486 1236 1986
8. Health tested 100 150 200
9. Adequate seed number 2,618 3368 4118
10. Included in MLS 4,226 4226 5000
11. Regenerated or multiplied (annual) 4,226 4976 5726
12. Samples subcultured (annual) 1,000 1000 1000
13. Accessions conserved in vitro that have been rejuvenated in the 0 40 60

field/greenhouse (annual)

Safety duplication

14. Conserved in LTS 238 238 238
15. Safety duplicated inside the country 0 100 200
16. Safety duplicated at Svalbard or other site outside country 168 168 300
17. Field collection maintained in at least two locations 0 115 115
Distribution
18. Total distributed nationally (annual) Archived in 100 100
paper, not
available
19. Total distributed internationally (annual) 0 100 100
20. Top 3 country recipients 0 0 0
Information
21. Minimum passport data (available online) 22012 in 22512 22712
FAO
WIEWS
22. Minimum characterization data (available online) 0 150 150
23. Average passport data completeness index (from Genesys) n.a. 5110 5510
Qms
24. Elements of QMS in place* (out of 8) 0 1 0
25. Number of SOPs written 0 1
26. Number of SOPs reviewed and approved 0 1 1
Use
27. Number of germplasm requests received annually Archived in 40 40
paper, not
available
28. Regular feedback from genebank users requested (Y/N) 0 Y Y

*The 8 key QMS elements are: 1-Science & Operations, 2-Policy, 3-Risk, 4-Staff, 5-Equipment, Infrastructure, & Reagents, 6-User satisfaction, 7-
Information management, 8-Suppliers & Services. See Figure 1 in Lusty, Charlotte, Janny van Beem, and Fiona R. Hay. 2021. "A Performance
Management System for Long-Term Germplasm Conservation in CGIAR Genebanks: Aiming for Quality, Efficiency and Improvement” Plants 10,
no. 12: 2627. https://doi.org/10.3390/plants 10122627
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Crop Trust Ref: CONT-1007

Eg,CROP
") TRUST

ANNEX B
Disbursement and Reporting Schedule

Payment Amount Conditions for Payment

uUsSD and Reporting Schedule

82,952.30 Receipt of signed Project Agreement
N/A Submission of Q3 Financial Report for 2023 no

later than 15 October 2023

Approval of technical and financial reports. These
60,977.05 reports must be submitted no later than 31
January, 2024

Submission of Q3 Financial Report for 2024 no

A later than 15 October 2024

Approval of final technical and financial reports.
11,108.75 These reports must be submitted no later than 31
January, 2025

155,038.10 Total

22





