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: Counterpart Personnel
: Damascus City Water Supply and Sewerage Authority
: Embassy of Japan

: General Directorate of Barada-Awaj Basin
: General Directorate of Coastal Basin

: General Establishment of Survey

: Deutsche Gesellschaft fiir Technische Zusammenarbeit
: Japan International Cooperation Agency
: Minutes of Meetings

: Man Month

: Ministry of Irrigation

: National Water Training Center

: On-the-Job Training

: Project Cycle Management

: Project Design Matrix

: Plan of Operation

: Record of Discussions

: Syrian Pound

: State Planning Commission

: Water Resources Information Center
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I. Outline of the Project

Country: Syrian Arab Republic

Project title : The Establishment of the Water
Resources Information Center

Issue/Sector : Water Resources

Cooperation scheme : Project-Type Technical
Cooperation

Division in charge:Global Environment Dept.
Water Resources and Disaster Management
Teaml, Group3

Total cost:

(R/D): March 2002
Period of|June 2002-June 2005
Cooperatio|(Extension): -June 2007
n

Partner Country’s Implementing Organization:
Ministry of Irrigation, Water Resources Information
Center

Supporting Organization in Japan : Ministry of
Land, Infrastructure, and Transportation

Related Cooperation:

Development Study: Water Resources Development in Northwestern and Central Basins in the Syrian

Arab Republic (Phase 1,2)

Grant Aid: Development of Hydrological and Meteorological Observation Network




1 Background of the Project

In Syria the problems of water shortage have been aggravated by increasing demand for water that has resulted
from economic development and population growth and a decrease in the rate of precipitation. There was a
simulation data that said water resources might begin drying up in 2007at the earliest, but Ministry of Irrigation
in Syria did not have water resources management system and they had difficulties to implement effective
policies regarding water resources distribution.

In August 1996, the Japan International Cooperation Agency (JICA) conducted “The Study on Water
Resources Development in the Northwestern and Central Basins of the Syrian Arab Republic (PHASE I)”
(hereinafter referred to as the “JICA development study [Phase I]”) in response to a request from the Government
of Syria. The purpose of the study was to prepare a master plan for the comprehensive development of water
resources in the areas of five water basins: Barada-Awaj, Orontes, Coastal, Aleppo, and Steppe. JICA also
conducted “The Study on Water Resources Development in the Northwestern and Central Basins of the Syrian
Arab Republic (PHASE I1)” (hereinafter referred to as the “JICA development study (Phase 11)”) as a feasibility
study for priority projects.

Based on the results of these studies, the Government of Syria requested the Government of Japan to provide
project-type technical cooperation for the establishment of Water Resources Information Center (WRIC) in order
to help it improve water resources information management throughout the country, and develop decision-makers
that can utilize water resources information.

2 Project Overview
(1) Long Term Goal

To achieve integrated and sustainable water resources management in the whole basins of the Syrian
Arab Republic.

(2) Overall Goal

To achieve integrated and sustainable water resources management in the Barada-Awaj Basin and the
Coastal Basin.

(8) P roject Purpose

To establish a center enabling appropriate management of water resources information.

(4) Outputs

1) A water resources information system (hydrological and meteorological observation stations, computer system,
and computer network) is established at Main Center and two Basin Centers of WRIC.

2) The staff of WRIC acquires the necessary techniques for hydrological and meteorological observation, data
collection, and data processing.

3) A section is established within WRIC for capacity building, and continuous human resources development is
conducted

4) A section is established within WRIC to maintain the water resources information system, and the continuous
maintenance is conducted.

5) A system is established to enable the staff of WRIC to provide necessary information on water resources
management to decision-makers, planners and researchers by utilizing the water resources information system.

(5) Inputs
Japanese side:
Long-term Expert 5 Equipment 81,700,000Yen
Short-term Expert 14  Local cost 11,920,000Yen
Trainees received 26 Others Yen
Total Cost
Syrian Side:
Counterpart 79 Equipment Yen
Land and Facilities _ Yen  Local Cost 104,730,000Yen

Others Yen




1. Evaluation Team
Members of|1)Leader: Mr. Itsu ADACHI, Director, Group3 (Water Resources and Disaster Management),
Evaluation |Global Environment Dept., JICA
Team 2) Water Resources Management ( Chairman of Advisory Committee ) : Mr.Yoshio MATSUDA
Senior Advisor, Chubu Electric Power Co.,Inc.
3 ) Water Resources Management in Middle East: Mr.Hisao USHIKI, Senior Advisor (Water
Resources Development), Institute for international Cooperation, JICA
4 ) Evaluation Planning Izumi SHOJI Water Resources and Disaster Management Team1, Group3,
Global Environment Dept. JICA
5) Evaluation Analysis : Ms.Ayako NAMURA Consultant, IC Net Limited
Period of{ 01/ Oct./ 2004~ 21/ Oct./ 2004 Type of Evaluation: Terminal
Evaluation
111. Results of Evaluation




1 Summary of Evaluation Results

(1) Relevance

Overall, it is judged that the Relevance of the Project is very high.

Syrian government’s policy on water resources was stipulated in the Ninth Five-year Development Plan
(2001-2005). It refers to the effective use of limited natural resources and identifies it as an important agenda for
national economic development. Therefore, the Long-term Goal, Overall Goal, and the Project Purpose are
consistent with the Syrian government policy. The selection of target areas in this Project was appropriate. The
number of Centers selected as the target of the Project was appropriate considering the limited time and budget of
the technical assistance, rather than targeting the entire country. The selection of the Barada-Awaj Basin and the
Costal Basin were also appropriate. The Barada-Awaj is located in Damascus where the water balance is in
emergent situation and the government needed to closely monitor the water balance in this area. The Costal Basin
area has relatively rich water resources and its surplus water is expected to utilize in other drought areas in the
future. Therefore the water resource information in this area is very significant. Considering that a project has
time limitation, the appropriate setting of a project purpose should be carried out carefully. This Project, as
described later, confronted many difficulties which stemmed from the unsatisfaction of Pre-project obligations
and the occurrence of the external factors. Therefore, the careful attention and analysis of how the pre-condition
and the external factors affect the Project at the planning stage as much precise as possible. On top of that, it is
important to analyze whether it is necessary to incorporate the external factors into the Project activities to
achieve the project purpose within the cooperation period.

(2) Effectiveness

Based on the achievement of the Outputs and the Project Purpose, the Project is likely to fulfill its purpose by
the end of the cooperation period. However, the Project did not specify the quality of the documents which are
produced by the Project. When the quality aspect is taken into consideration, it can be assessed that the Project
needs more works to reach the expected results. At this point, the overall effectiveness of the project is not likely
to be high as it is expected.
The factors inhibiting the effectiveness of the Project are analyzed as follows:
1) Not sufficient number of the qualified counterparts was assigned timely,
2) The working conditions in Syria would not promote the motivation of some of the staff members at the WRIC,
3) Converting the Input/Activities to Outputs was not likely to be efficient due to the delay of the progress of
project activities. This substantially affected the achievement level of the Outputs (refer to “Efficiency”), and this
also affected the achievement level of the Project Purpose.

The logic of the project design is appropriate, and all five Outputs of the Project are substantial to achieve the
establishment of a center enabling appropriate management of water resources information.

Regardless of the several inhibiting factors, the positive aspect of the Project was also recognized: the key
personnel of the Project such as the Directors of the WRIC, and the section leaders at three centers fully
understand the significance of the Project and the roles of the WRIC in the water sector in Syria.

(8) Efficiency
Most of the inputs except assignment of the counterpart were delivered timely, and the amount and the quality of
inputs are assessed as appropriate. To share the information and to check the progress of the Project, the
Management Committee is held every other week, and the weekly meeting at the Main Center is also held.
However, overall efficiency of the Project is assessed as low because of the occurrence of the following external
factors.
1) Unsatisfied Pre-project obligation

Two Pre-project Obligations were set in the PDM as “(1) the Syrian side will collect historical data according to
the format designed by the Syrian and Japanese sides, and (2) the MOI will collect necessary data on water
resources and water demand from related agencies for input the database of the WRIC before the start of the
Project.” These were not satisfied before the project started (except GDCB). This means that the Project had to
cover this condition in the project activities, resulting in the delay of the progress of the project implementation
and lowering the project efficiency.




2) Influence of the External Factors (Important Assumption)

One of the Important Assumption of “Trained technical staffs stay in the WRIC” affected the progress of
the project activities. From October 2003 to date, the staff members who were expected to be the core
members and to transfer the acquired skills to other counterparts were resigned or transferred to other
organizations or sections. This influenced the project progress and limited the level of technical transfer to
the counterparts. Furthermore, due to the frequent turnover of the counterparts, the Project had to provide the
trainings for the new staff members from the beginning. This hampered the project progress and lowered the
efficiency of the Project.

3) The US Economic Sanction Law was imposed on Syria (Syria Accountability Act: SAA, signed by the
President of the USA on December 2003)

Due to this sanction, the Operation System for the database and the database software had to be changed,
resulting in the delay of completing the database development. This affected the project progress
enormously.

4) Procedure of the budget execution

Because of the administrative reasons, the delay of the budget execution inhibited the smooth project
implementation, although the Project made efforts toward solving this problem.
5) Monitoring the project activities

In addition to regular meetings, it would be better if the Project breaks down each activity stated in the
PDM into more detailed level and specifies the milestones/check-points of each activity setting the solid
deadline. This could make the linkage clear among the activities, since many of them are deeply interrelated
in the Project.

(4) Impact

It is expected that the realization of the Project Purpose will certainly lead to fulfilling the Overall Goal® and the
Long-term Goal in the future. Especially the Ministry of Irrigation has intention to expand the activities of the
WRIC to other five basins in next five years and this is one of the expected impacts of the Project. On the other
hand, it may be still premature to prospect the concrete achievement level of Overall Goal. Therefore, it is good if
the Project will redefine the expected goal more specifically before the Project is ended. The focusing point would
be how the information provided by the WRIC will be utilized for the decision-making in the water policy.

The internal impact was observed in WRIC: through the Project, the team work among the Syria counterparts
has been built up. To develop the concrete data flow, three sections have to cooperate one another. This promoted
the team work building which was not recognized before the Project.

Another impact was that other donor showed the interest in the information system that the Project developed.
According to the related document, GTZ and Syria agreed to cooperate in the field of Integrated Water Resources
Management in the Aleppo Basin focusing on the policy study of water resources. GTZ visited the WRIC and
mentioned that it would apply for the WRIC database system in their project.

(5) Sustainability
1)Institutional Aspects

The institutional sustainability is likely to be secured. The restructuring of government ministries and agencies is
planned in next year. Under the new structure, the agency named as “the Ministry of Water Resources and Land”
is planned to be established integrating all water-related agencies. It is certain that the WRIC will take a
significant role in the water resource management under the new structure, and there is also an idea that the
Minister will supervise the WRIC directly. These are still under planning and the final decision has not been made
as of the terminal evaluation. If this structure is confirmed and put into practice, it is certain that the position and
significance of the WRIC will be substantially enhanced. Moreover, the Ministry of Irrigation acknowledged the
importance of the WRIC roles in the water sector and the Tenth Five-year Plan for Economic and Social
Development (2006-2010) seems to stipulate to expand the activities of the WRIC to five water basins in five
years by allocating the budget of 500 million Syrian pounds. This will also promote the significance of the
WRIC’s existence.

In the latter half of the project period, the management of the WRIC has been improved and the ownership of the
Syria side has been increased as well. Moreover, the internal coordination among three sections at the WRIC has
been enhanced.
2)Financial Aspects

It is expected to allocate the sufficient budget for the future activities of the WRIC itself, such as purchasing the
spare parts of the observation equipment, and upgrading the hardware and the software of the network/database
systems. Moreover, it is expected that the WRIC has support for the smooth budget execution to implement the
activities efficiently.




3)Technical Aspects

It is not certain whether the technical sustainability, at this moment, is likely to sustain in the WRIC after the
cooperation ends. To date, the Project made remarkable progress: however there are some more works which need
to be carried out to secure the sustainability of the Project. Those are to enhance the ability of analysis such as
estimating the water balance, to enhance the capacity of operation and maintenance skills for the systems and the
observation equipment, and to put the data flow system into practice firmly to improve the data accuracy.
Furthermore, 248 of new observation equipment will be installed by the Grant Aid by the end of 2004. The WRIC
also needs to adjust many activities and the established system to cope with the data obtained from new
equipment installed by the Grant Aid.

2. Factors that promoted realization of effects
(1) Factors concerning to Planning
(2) Factors concerning to the Implementation Process

3. Factors that impeded realization of effects

(1) Factors concerning to Planning

(2) Factors concerning to the Implementation Process
4, Conclusion

5. Recommendations

6. Lessons Learned

7. Follow-up Situation

' This was the time that the Minute of Meeting between the Japanese Project Consultation
Team and the Ministry of Irrigation of the Syrian Arab Republic was signed and it
stipulated to allocate the sufficient number of the counterparts.

* Overall Goal: To achieve the integrated and sustainable water resources management in the
Barada-Awaj Basin and the Costal Basin.
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