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Executive Summary
JICA-USAID Collaboration Review

1. Background and purpose of thereview

Under the U.S.-Japan Common Agenda, the Japan International Cooperation Agency (J CA) has been promoting
the collaboration with the United States Agency for International Development (USAID) since July of 1993. At
the inception of new U.S. Administration, the Common Agenda has virtually come to an end in 2001. At this
transitional period, JJCA conducted the review of the past JCA-USAID collaboration to explore the better way

for the future collaboration.

The ultimate purposes of thisreview areto find out the successful examples of the past JJCA-USAID collaboration
by examining the project(s)/program(s) conducted under the U.S.-Japan Common Agenda, and to make
recommendations by incorporating the useful examplesinto the future cooperation. The review was focused on
the relevancy and effectiveness of the process of collaboration since most of the project(s)/program(s) are ill

onh going.

2. Theoutline of the study

Study Schedule:

The study was conducted from the middle of November 2001 until the middle of March 2002 with one-month
break. From November to December 2001, the literature review and some interviews for those concerned were
conducted in order to develop the questionnaires for the survey. The questionnaires were distributed to those
concerned at the end of December 2001. After the one-month break, the survey data was collected and some
additional interviews were conducted to obtain the supplemental information. Analysis of collected data and the
report writing were completed during the last month. The field trips were also made to Bangladesh (Oct. 20,
2001 — Oct. 29, 2001), Zambia (Jan. 12, 2002 — Jan, 21, 2002), and Kenya (Feb. 6, 2002 — Feb. 9, 2002).

Selected Project(s)/Program(s):

For the purpose of this study, several collaboration projects were selected. These include three project(s)/
program(s) implemented right after the US-Japan Common Agenda proposal — that are the Biodiversity
Conservation Program in Indonesia, Population and Health Program in Kenya, and Girl’s Education Programin

Guatemala, and four health and population project(s)/program(s) in Zambia, Bangladesh, Cambodia, and Tanzania,



and the environmental project(s) in Mexico that were constructed by the US-Japan Joint Project Formulation

Mission (JPFM)O after the Gl mid-term evaluation.

Methodologies and Analysis

The study datawas collected through literature review, hearings and survey by questionnairesfor those concerned.
The collected data was analyzed focusing on the collaboration process and its outcome from which the keys as
well as barriers for success of the collaboration were extracted. The result of analysis eventually brought about
the lessons learned through the JCA-USAID collaboration and generated some recommendations for the better

collaboration in the future.

3. US-Japan Common Agenda

In July 1993, “the Common Agenda for Cooperation in Global Perspective (Common Agenda)” was established
asapolitical and economic partnership between Japan and the United States to jointly address global problems
recognized by the both parties. The Common Agenda provided a platform for U.S. — Japan collaboration in
eighteen technical areas including health, environment and gender issues. The Common Agenda initiatives
cameto an end at theinception of the Bush administration in 2001. Currently, there have been some considerations

and discussions between the United States and Japan on how to proceed next phase of the U.S.-Japan collaboration.

4, Result of USAID-JICA Collaboration Review

Analysis of the review was conducted focusing on the collaboration process and its outcome.

(1) Analysisof the collaboration process

The collaboration processes were analyzed from the viewpoints of both the policy level (Ministry of Foreign

Affairsin Japan in comparison with Ministry of State Affairsin the U.S, and USAID) and the operational level

(JICA in comparison with USAID). Followings are the summary of the result.

<Reviewsfor Biodiversity Conservation Program in Indonesia, Population and Health Program in Kenya,

Girl’s Education Program in Guatemala>

 In case of Indonesia, the introduction of JICA-USAID collaboration by the policy level did not draw the

effective collaboration mechanism in the operational level because of the lack of concreteness in the actual



collaboration framework. Therefore, there was little collaboration between JICA and USAID.?

 In case of Guatemala, the practical collaboration mechanism was set up by the policy level, which made it
easy for the operational level to execute the collaboration projects. The collaboration came to an end when the
projects were compl eted.

* In Kenya, there was no introduction of collaboration by the policy level. The collaboration in Kenya was
initiated by the joint sector study conducted by both JICA and USAID field offices. The collaborative

relationships between two field offices and embassies have effectively been maintained.

<Five project(s)/program(s) constructed by US-Japan Joint Project Formulation Mission (JPFM) in five
countries (Zambia, Bangladesh, Cambodia, Tanzania, and M exico>

In case of Zambia, Bangladesh, Tanzania, and Mexico, the JCA-USAID collaboration had already been practiced
in the field level before the JPFM was dispatched. Therefore, the introduction of collaboration by the policy
level had facilitated to enhance the collaborative relationship between JICA and USAID. In case of Cambodia,
JICA and USAID field offices have not collaborated before, however the JPFM served as the start of collaboration

of both offices.

USAID’sviewpoint

Among the eight target projects for this review, Kenya, Indonesia, and Guatemala were the earliest of the
collaborations. According to the interview results, these collaboration efforts started around the inception of the
Common Agenda in 1993. Having no precedent model cases, both JICA and USAID staff members who engaged
in the collaboration in Kenya and Indonesia seem to have struggled to find ways to collabor ate on the project
level. Guatemala’s collaboration may differ fromthe experiencesin Kenya and Indonesia since in this case both
JICA and USAID primarily sought their collaboration on the policy level, rather the project level. The
collaboration in Zambia seemsto have started in the early part of the 1990'saswell. According to the interviewees,
Zambia seems to have a long history of a good working relationship between the JICA field office, the Embassy
of Japan, and USAID/Zambia. In 1998, JICA and USAID sent the first JPFM to Zambia and subsequent to the
JPFM, the collaborative mechanisms established between JICA and USAID have been working well to guide
and enhance the collaboration. The Zambian case is recognized as a model case for the collaboration between

JICA and USAID.

After thefirst JPFM in Zambia, JICA and USAID sent one JPFM each to Bangladesh, Cambodia, Tanzania, and

Mexico, in 2000 and 2001. Bangladesh had alonger history of collaboration than did Cambodia or Mexico, and

JICA has already implemented some projects in the areas of polio vaccination and cold-chain equipment after



the JPFM. Tanzania may be the second model case for the JICA-USAID collaboration. By taking the lessons
learned from previous JPFMs into consideration, the Tanzania JPFM was actually able to reduce the time
needed for decision-making on the Japan side. The JICA field office and USAID/Tanzania jointly prepared
project proposals before the JPFM. However, according to the interviews, JICA had not yet initiated projects

based on the result of the JPFM to Cambodia? and Mexico at the time the interviews were conducted.

(2) Analysisof the Collaboration Outcome

The study result was analyzed from the viewpoints of efficiency, relevancy, and effectiveness. It revealed that
JICA-USAID collaborations have been proved as effective development scheme by utilizing the comparative
advantages of both parties, and have made it possible to provide the scale and field of assistance, which may not
be attainable by one party. The following three types of collaboration scheme proved to be effective, producing

good synergy and mutual benefits.

» JICA-USAID collaboration have served to complement the constraints of each other’s development scheme:
JICA's equipment provision have been assisted by the network and technical assistance of USAID-funded
NGOs.

» Thedifference in development approach have served to complement the each other’s strengths:

JICA provides assistance directly to the government, while USAID directly to the NGOs.

» The sector specialties of each party have effectively been utilized through JICA-USAID collaboration to

produce good synergy and mutual benefits:

JICA'stechnical expertise for TB control in comparison with USAID’s expertise for HIV/AIDS control.

The following positive outcomes have also been identified through JICA-USAID collaboration.

» Exchanges of the information, ideas have increased the expertise of both organizations.

» Theimpact of JICA-USAID collaboration has effectively promoted the public relations of JJCA’s activities.
* The JCA-USAID collaboration enhanced the quality of JICA projects’ activities.

» JICA-USAID collaboration had influenced on the policy making of the recipient countries and facilitated

their commitments toward the devel opment projects.

The following negative effects have also been pointed out by the USAID.
It was time-consuming process with alot of effortsto proceed the JICA-USAID collaboration.

» There were some difficulties in communication between two partiesin the process of JPFM.



(3) Keysand Barriersfor Success of the JICA-USAID collaboration

The analysis of collaboration process and its outcomes have brought about the keys and barriers for the success

of the ICA-USAID collaboration.

Keysfor the success of JICA-USAID collaboration:

Japanese experts with sufficient expertise and profound knowledge of Japanese devel opment scheme have
greatly helped USAID counterparts understand on JICA’s devel opment assistance.

Development strategy jointly designed by JICA and USAID field offices have promoted the JICA-USAID
collaboration.

Friendly and good human rel ationships between JICA and USAID field offices have the positive effect on the
JICA-USAID collaboration.

Synergy developed through the process of Gll as the priority countries has been enhanced by the strong

commitments of those concerned toward JICA-USAID collaboration.

Barriersfor success of JICA-USAID collabor ation:

Discrepancies in understandings on collaboration framework between the policy level and the operational
level of both parties have somewhat impeded the JCA-USAID collaboration.

Discrepanciesin understandings on collaboration framework among Japanese experts have somewhat impeded
the JICA-USAID collaboration.

Timing difference in providing the assistance caused by the difference of decision-making process between
two parties has delayed the process of collaboration.

Ineffective process of following up the collaboration projects has existed in the JICA headquarters.

The changes of the staff in charge of JICA-USAID collaboration have not been conducted effectively.
Responsibilities of duties between JICA and MOFA have not been made clear to the USAID.

JICA persons may not be the experts for the assigned sectors of assigned countries.

. Lessons L earned and Recommendations for the future JICA-USAID collabor ation

(1) Lessonslearned

L

essons learned through this study are shown below.



Effectiveness of JICA-USAID Collaboration

Lesson 1.

JICA-USAID collaboration has built a ICA-USAID aid framework in which two agencies were mutually able
to complement each other’s strengths, to expand the scope of beneficiaries, and to deal with the challenging
field. Overall, the JICA-USAID collaboration has increased the effectiveness of the Official Development

Assistance.

Lesson 2.
JICA-USAID collaboration provided the opportunities for J CA to learn the USAID’s devel opment assistance.

This made JICA redlize the area of improvement for Japanese ODA and to increase JICA’s expertise.

Attitude toward the JICA-USAID collaboration

Lesson 3.

JICA hasnot yet made it clear its policies to proceed the JJCA-USAID collaboration under the new devel opment
setting such as the Sector Wide A pproaches (SWAPs) and the Poverty Reduction Strategy Paper (PRSP), which
have encouraged donor’s coordination and collaboration. This may have reflected on the differences in attitudes
and understandings of those concerned and have often hampered the JICA-USAID collaboration process. For
the effective JICA-USAID collaboration, all those concerned should maintain the common views for the

collaboration.

L esson 4.
It is necessary for both agencies to make all possible effort to improve the collaboration with the positive

attitude and enthusiasm toward the mutual benefits.

Decision making process

Lesson 5.
For the effective JCA-USAID collaboration, the decision making process at the side of JCA and MOFA should

be reexamined so as to remove the barriers in collaboration.

» The authority for project design and implementation, budget, and the employment of needed personnel is
extremely centralized in the Tokyo headquarters under the current system. This might have caused the major
delaysin the decision making process and created the timing differencein providing assistance between J CA

and USAID.
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» Japanese ODA cannot provide funds, which exceed over the fiscal year.

» Thereisno directory available which may clarify the specific roles played by the Japanese embassies and by
JCA field offices.

» The complicated administrative procedures to apply for the NGO assistance scheme such as Grassroots’
Grant Aid Project and Devel opment Community Empower ment Projects have discouraged the USAID —funded
NGOs.

Professional expertisein the sector (Training of personnel)

L esson 6.
Assigned collaborative coordinator or advisor in the field offices (such as Project formulation advisor, Policy

advisor, etc.) has greatly promoted the JICA-USAID collaboration.

Lesson 7.
It should be promoted to strengthen the technical expertise of J CA personnel rather than to generate the generalists,

so that JICA can cope with USAID’stechnical expertise.

Coallaboration M echanism

L esson 8.

Both JICA and USAID field offices can devel op the appropriate strategies for assistance based on the thorough
understandings of the needs of recipient countries. The JCA-USAID collaboration should be proceeded under

the initiatives of the field offices of both parties.

L esson 9.

JICA should regularly conduct the sector analysis of the primary issuesin the countries for aid collaboration, so
that JICA can grasp the development needs of the country and to construct the effective Japanese devel opment
plan in a timely manner.

For this, the Japanese collaboration coordinator (or national consultant with the relevant capability) should

actively participate in the donors meeting and technical discussions to keep up with the sector’s needs.

L esson 10.

The effective collaboration mechanism mutually agreed by both JICA and USAID has not yet been devel oped
for proceeding the JCA-USAID collaboration.
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Lesson 11.
As the JPFM lacked a follow-up mechanism, it has not always served as an effective tool to promote JICA-

USAID collaboration.

L esson 12.
As no specific system exists to share past experiences, knowledge, and expertise of JCA-USAID collaboration,

lessons learned through the past experiences have not been utilized properly.

Empower ment of NGO activities

Lesson 13.

Collaboration with NGOsin the devel opment assistance proved to be effective for the JICA-USAID collaboration.

(2) Recommendationsfor the effective JICA-USAID collaboration
The followings are the list of recommendations categorized by the terms required.
1) Recommendations, which can be applied and implemented in a short period of time.

2) Recommendations which require the policy level discussions before the implementation.
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Recommendations for the effective JICA-USAID collabor ation

Itemsto beimplemented in a short period of time

Itemsrequiring the policy level discussions
before implementation

JICA should declare its own policiestoward donor
collaboration which shouldbe mutually understood by all
concerned.

The capable collaboration coordinator or adviser should be
assigned in the JICA field office.

Before the collaboration coordinator / advisor is sent to the
field office, he/she should receive the up-to-date training to
promote the collaboration in the assigned country.

JICA field offices should be given the authority for project
design, implementation, and budget so that it can take an

initiative to promote the collaboration.

JICA should reexamine the regions and sectors for
collaborative aid.

JICA field offices should construct the smooth and cooperative
relationship with the Japanese embassies.

JCA field offices should devel op the devel opment assistance
strategies with corresponding USAID field offices.

JICA should conduct the sector analysis to grasp the up-to-
date situation and needs of development assistance of the
assigned country, and to promote shared US-Japan visions of
collaboration.

JICA should invent the approaches and methods for the
effective collaboration.

JICA should publish the summary of “Successful examples
for JICA-USAID collaboration” and distribute to all
concerned.

JICA should make the successful examples of JICA-USAID
collaboration into public for advocacy purpose.

¢ JICA should reexamine the reform of the organizational

structure to improve the effectiveness of JICA-USAID

collaboration.

— Reexaminetheroles of MOFA and JICA in order to support
field-focused aid collaboration.

— Promote the decentralization.

— Enlarge the scale of operational funds under the control
of the field offices

— Streamline the decision-making process (especially for the
grand-aidproject)

— Develop the directories which illustrate the operational
procedures and contacts.

— Assign the appropriate number of staff to the field office
to manage the enlarged operation and its budget.

— Streamline the operational function of both JICA
headquarter and field offices

— Review and improve the budget systemby every fiscal year

JICA should assign staff with practical capabilities and skills
to cope with the countries receiving collaborative aid.

JICA should continue and promote the personnel exchange
between J CA and USAID and between Japanese NGOs and
NGOsinthe US.

JICA should raise the issue of donor coordination in the
working groups for sectoral /country assistance.

JICA should develop the system to share and exchange the
useful information such as successful case of donor
collaboration.

JICA should introduce and explain the Japanese devel opment
schemes in the JICA website.

JICA should encourage the Japanese NGOs to actively
participate in the JJCA-USAID collaboration activities.

JICA-USAID collaboration in Biodiversity Conservation Program in Indonesia ended when the program completed. However,
the JJCA-USAID collaboration may start in the other program “Coral Reef Management in Manado”. JJICA may collaborate
with US funded NGOs under this project. Currently, the Development Study “Coral Reef Rehabilitation and Management in
North Sulawesi Province” has been ongoing which may search the possibilities of JICA-USAID collaboration.

The Japan Bank for International Cooperation and Brown University began collaboration after the JPFM.
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