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The Summary of Terminal Evaluation

1. Outline of the Project

Country : Lao People’s Democratic Republic | Project Title : Project for Capacity Development of Urban
Water Supply Authorities in the Lao PDR

Issue/Sector : Water Resources Cooperation scheme : Technical Cooperation

Division in charge : Laos Office Total cost (at the time of evaluation study) :
149 Million yen

Period of Cooperation | 2003.9 —2006.8 Partner Country’s Implementing Organization : Water
Supply Authority, Department of Housing and Urban
Planning, Ministry of Communication, Transport, Post and

Construction

Supporting Organization in Japan : Saitama Municipal

Waterworks Bureau

Related Cooperation :

1-1 Background of the Project

Since the coverage of the urban population who can access to the water supply in the Lao PDR is
only 48.9% in 2002, the safe and stable water supply is important issue for improving the living condition
and sanitation for citizens living in urban areas. In order to accomplish the target to supply safe water to
80% of the urban population by the year 2020, which was mentioned in the National Development Plan,
several donors including JICA, ADB and AFD assist to the development of water supply sector in the Lao
PDR.

However, the number as well as the technical level of staffs working for water supply authorities is
not enough to perform proper operation and maintenance. In addition, according to the sector development
plan of water supply, the number of PNPs including branches will increase from 21 to 123 and the number of
the technical staff will also increase from 507 to 2,037 by the year 2020. Therefore, it is much concerned

that the scarcity of the human resources will be an obstacle for sustainable urban water supply in the future.

Therefore, MCTPC requested JICA to implement a technical cooperation project for the capacity
development for water supply authorities aiming to establish the training system for water supply including
development of trainers and to train all the engineers and technicians in order to improve the service

performance.

1-2  Project Overview
(1) Overall Goal
Capacity of Urban Water Supply Authorities is enhanced in sustainable ways.
(2) Project Purpose

Means of service performance of the staff of UWS authorities in the Lao PDR are improved in the field

of water pipe laying and maintenance, plant operation and maintenance, and water quality control.
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(3) Outputs
1) Appropriate UWS training system is elaborated and Trainers are trained.
2) Training textbooks and materials are developed.
3) UWS engineers are upgraded in each technology subjects.
4) Manuals for routine work are developed.
5) The routine work skills of UWS technicians are upgraded.

6) Management skill of administrator and manager in Provincial Nam Papa (PNP) is upgraded.
(4) Inputs

Japanese side:

Long-term Experts: 3 Equipment: 4.24 Million Yen
Short-term Experts: 9 (total number) Local Cost: 47.48 Million Yen
Experts from Thailand: 3 Others:

Trainees received in Japan: 8

Lao side:
Counterpart: 13 Local Cost: 0.82 Million Yen

2

. Evaluation Team

Members of
Evaluation

Team

Team leader: Mr. Shuichi IKEDA (Deputy Resident Representative, Laos Office, JICA)
Evaluation planning: Mr. Hiroshi MURAY AMA (Senior Program Officer, Ibid.)
Evaluation Analysis: Mr. Takaaki HIRAKAWA (INTEM Consulting, Inc.)

Evaluation Training: Mr. Junichi HIRANO (Global Environment Department, JICA)

Period  of | April 27th, 2006 — May 13th, 2006 Type of Evaluation :

Evaluation Terminal Evaluation

3.

Results of Evaluation

3

-1 Project Performance

(1) Project Purpose:

In order to measure the achievement of the project purpose, the following indicators were selected:
(1) leakage volume; (2) total amount of water production; and (3) frequency of water-quality tests.
Regarding the leakage volume, the data on the leakage volume was collected, and 1 Capital City (CC) and
5 provinces out of 1 CC and 16 provinces reduced the leakage volume per connection from 2004 to 2005.
Other 6 provinces increased the leakage volume per connection by less than 15% in comparison with last

year. Overall, therefore, it could be said that the leakage volume per connection was comparatively stable.

In terms of total amount of water production, 10 provinces out of 1 CC and 17 provinces
continuously increased the total amount of water production from 2003 to 2005. Also, although 1 CC

and 5 provinces decreased the total amount of water production from 2003 to 2004, they increased the

total amount of water production from 2004 to 2005.




The data on the frequency of water-quality tests was collected from 7 provinces over three years,

from 2003 to 2005, and 6 provinces carried out the water-quality test once a day at the minimum.

(2) Overall Goal:

In order to measure the quality of supplied water, turbidity and pH were selected as the indicators
of the overall goal. With reference to turbidity, WASA sets up the standardized value of the turbidity as
less than 5.0 NTU (Nephelometic Turbidity Unit). The data on the turbidity was collected from 1 CC
and 6 provinces from 2003 to 2005, and 1 CC and 5 provinces kept the turbidity below 5.0 NTU.

Regarding pH value, WASA regulates the range of the pH value from 6.5 to 8.5. The data on the
pH value was collected from 1 CC and 8 provinces for three years, from 2003 to 2005, and 1 CC and 7

provinces kept the pH value within the range.

(3) Outputs

Output 1: 18 new trainers were selected from PNPs, and they participated in the training courses at
NWTTI and the ICTP. Also, five counterparts were trained through the training course in
Japan.

Output 2: Textbooks for five subjects were prepared and distributed to divisions and branches of NPNL
and PNPs.

Output 3: 108 chief engineers were trained through the ICTP, and 40 out of 108 chief engineers went to
NWTTI to join in the training course.

Output 4: Manuals on four subjects have already been developed and made in the form of the first
edition, and they are to be distributed to each PNP after completing the procedure for
distribution.

Output 5: 268 site technicians participated in the ICTP in order to upgrade the routine work skills for
themselves.

Output 6: 40 managers (director level) at the Nam Papas of the Lao PDR were supposed to have the
ICTP, and 9 managers different from the 40 managers were to join in the training course at
NWTTIL. Also, 116 planning/administrative staff participated in the ICTP in 2005, and 10 out
of 116 planning/administrative staff were to have the training course at NWTTL

3-2  Summary of Evaluation Results
(1) Relevance
For the following reasons, this project is judged to be of high relevance.

The needs of WASA/DHUP and water supply staff
The long-term goal of WASA/DHUP is to get access of 80% of the urban population to safe piped

water by the year 2020. In addition, the number of the water supply staff is to increase to
approximately 2,050. Many trainers, engineers, and technicians are trained with textbooks and
manuals by this project, so it is expected that they will contribute toward instructing new PNP branch

staff to perform the routine work. Thus, the project fulfills the needs of existing and new staff of




NPNL and PNPs.

Consistency with the National Development Policy in the Lao PDR

According to the Urban Water Sector Investment Plan (WSIP), the Lao government continues to
invest in the water supply systems of Vientiane and the four secondary centers® to keep pace with
increasing demands for urban services resulting from rapid urbanization which is taking place in these

centers. The thrust is consistent with the direction of the project.

Consistency with Japan’s foreign aid policy

In the priority issues of Japan’s Medium-term Policy on ODA, enhancement of basic social
services is described in line with the direction of this project. In order to improve the quality of life of
the poor, Japanese government actively assists in the enhancement of basic social services including
safe water supply. With a view to strengthening the delivery of basic social services, assistance will be
provided to build the capacity of central and local governments. In this way, the contents of the

project are consistent with the priority issues of Japan’s foreign aid policy.

Consistency with JICA’s plan for country-specific program implementation

JICA has five priority areas for the Lao PDR. Fifth priority area of them is “infrastructure
improvement and energy development” in which there is “development issue 4: sustainable supply of
safe water.” Therefore, sustainable supply of safe water is one of priority areas for JICA in the Lao
PDR, which is in line with the direction of the project.

(2) Effectiveness

For the following reasons, the effectiveness of the project is judged to be high to a certain degree.

Performance of the water supply engineers and technicians

According to the interview survey, the study team could recognize that performance of many
engineers and technicians is improved. For example, senior staff in PNPs was able to transfer some of

their assignment to the engineers and technicians because their capacity has been improved favorably.

Utilization of the training textbooks (5 subjects) and materials

Since it was anticipated that it took a long time to prepare new textbooks from the beginning, the
existing textbooks made by JICA projects in Thailand and Indonesia were obtained and referred to
prepare new textbooks for this project on the initiative of the counterparts. Further, the NWTTI
trainers who had ever been involved in JICA project for a long time were invited to give instruction in

knowledge and information necessary for preparation of the new textbooks in the Lao PDR.

Utilization of the manuals (4 subjects)

Draft manuals on four subjects were distributed to site technicians during the ICTP.  According to
the interview survey to a counterpart, manuals are quite effective since pictures and illustrations show
readers how to apply to actual situations, such as connection of pipes, reading meters, etc. In terms of

water quality analysis, manuals would be utilized effectively in Vientiane Capital, Champasack, and

2 Secondary Towns indicate Luang Prabang, Khammuane, Savannakhet, and Champassak.
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Luangpapang because these NPNL and PNPs are able to use practical instruments and chemical
reagents when technicians do their routine work. However, most provinces do not own the
instruments and the reagents for water analysis sufficiently, so the usage of manuals might be limited at

this moment.

Textbooks and manuals were prepared in English and Laotian languages, and it was an effective
means to make the Lao version because the water supply staff could easily understand the contents of

textbooks and manuals.

(3) Efficiency

The project inputs were efficiently transferred to the project activities and outputs.

Activities with an adequate quality of project inputs

As mentioned earlier, the existing textbooks made by JICA projects in Thailand and Indonesia
were efficiently utilized for preparing the new textbooks for this project. In terms of the project
expense, the textbooks were efficiently prepared by sharing knowledge accumulated by JICA projects,

in comparison with other similar types of projects.

Human resources as project inputs

As SV and JOCV members have joined in this project, it could be said that the fields of expertise
were fulfilled with their participation. Their involvement in the project certainly increases in efficiency.
Although the project expenses were definitely kept below the expenses of the similar types of projects,

the quality of the project is highly maintained.

Counterpart training in Japan

According to the interview survey to a counterpart participating in the counterpart training in
Japan, three counterparts whose expected subjects were different from each other were simultaneously
dispatched to Japan, and they had each lecture with their colleagues. Therefore, there is still a room to

consider the expectations of each training participant.

Budgetary situations of the WASA

The Japanese experts have negotiated with the director general of the WASA to cover parts of
expenses for the ICTPs every time. Thus, Japanese side could share the expenses with the Lao side
during the cooperation period. Also, this idea will lead to the project sustainability as well.

(4) Impact
The following impact is recognizable from the implementation of the project, and the possibility

that the overall goal will be achieved within a certain period would be high.

Enhancement of management capacity of Urban Water Supply Authorities

There are prospects that management capacity of Urban Water Supply Authorities would be
enhanced along with the overall goal. According to the interview survey in PNP Sekong, the workload
of senior staff, such as director and deputy directors, has been gradually reduced and shared with all

concerned engineers and technicians to be responsible for the maintenance duty. This is because they
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have textbooks and manuals which are able to instruct and help them perform their task and

requirements. It implies that their management capacity has been gradually enhanced.

Demarcation of the donor agency

The responsible official of the ADB grasps the outline of this project, and the ADB intends to
entrust the training programs to JICA project. Further, the ADB/NORAD (Norwegian Agency for
Cooperation Development) conducted the Training Need Assessment (TNA) in 2002, and this project
reviewed the TNA in activity 1.1 of the PDM. In this way, JICA has favorably collaborated with the
ADB/NORAD in coordination with the WASA/DHUP because ADB project is also under the DHUP.
Therefore, it can be said that there is a close cooperation between JICA and the ADB, in order to

achieve the long-term goal.

AFD counterparts refer to the training textbooks when their training courses are held. Also, the
on-going ADB project is establishing 14 new PNPs’ branches, and PNPs will assign the personnel who
was upgraded by the ICTP. In this way, the knowledge accumulated by the project is utilized by the

donor agency so as to aim at achieving the project purpose.

Other positive impacts beside the Overall Goal

The training courses gave all the participants from the PNPs an opportunity to meet and discuss

with each other as well as to exchange and share experiences and perceptions in their provinces.

At the PNP Sekong, the number of complains from customers has been reduced comparing to the

time when this project did not launch.

The ADB implements the waterworks project in small towns. As new staff employed at new
branches of PNPs was included in the training courses of this project, the trainees might contribute

to access to safe and clean water for the remote towns.

Program approach for the achievement of the overall goal

Along the sector of water supply in the Lao PDR, the Technical Cooperation project focuses on the
capacity development of urban water supply authorities, and the Development Study and the Grant Aid
aimed at improvement of water supply facilities in Vientiane Capital. In the Development Study, the
plan for capacity development was specifically drawn up by referring to the actual training courses

implemented by this project.
(5) Sustainability

The prospects of the project sustainability will be possible if self-initiated financial resources are

properly secured through the water sales.

Policy aid from the Lao PDR

According to the Prime Ministerial Decree No.37/PM, human resources development is

emphasized as one of key issues: “PNPs shall be responsible for the cost of trainees attending the
courses and training fees. PNPs shall allocate an adequate budget for training purposes.” From this

policy aspect, therefore, the training courses would be sustained by getting the policy support even after

Xiii




the cooperation has completed.

Operation and management capacity of the WASA and the PNPs

The WASA has the experience for managing training courses through the project, and the WASA is
able to transfer its know-how on the training courses to NPNL and PNPs. NPNL is supposed to

supervise the training courses in future.

In addition, a series of ICTPs was conducted at the NPNL in the central region, at the PNP
Luangprabang in the northern region, and at the PNP Champasack in the southern region as the training
centers, and PNP staff in the neighboring provinces was to be able to join in the training courses at
those three training centers. According to the interview survey to a chief engineer at the PNP
Champasack, when three new staff joined at the PNP, on-the-job training was conducted for them on the
initiative of the chief engineer. Also, on-the-job training for the staff from other provinces was
conducted by PNP Champasack. In this sense, trainers and trainees joining in the training courses have
definitely changed their awareness and attitude in a positive way. Moreover, the PNP Luangprabang
holds the on-the-job training for the staffs of the PNP Luangprabang and from the neighboring PNPs for
around one week which focuses on pipe system, water treatment plant management, administrative and
financial management, etc. In this way, the on-the-job training courses for their capacity enhancement
were continuously carried out at each training center on their own initiative. Thus, it is anticipated that

the on-the-job training at those three training centers is sustained from now on.

Financial situations in the WASA, the NPNL and the PNPs

Normally, the provincial governors approve the tariff, and it takes a long time for PNPs to get

approval of new tariff. Thus, PNPs consult with the WASA to get recommendations and supports for
their proposal. In terms of collection of water tariff, each PNP sends bill to customers, but the proper
collection is difficult at this moment because water fees have not been collected from some of large
users. However, as many PNPs try to collect the water tariff, it would be anticipated to secure
self-initiated financial resources for the training courses along with the Prime Ministerial Decree
No.37/PM.

Technology transferred within PNPs

The trainees have been able to apply what they have learned through the training courses to their
routine work as well as to instruct their colleagues if necessary. At the PNP Luangprabang and
Champasack, for instance, the engineers and technicians were to be able to share their skills and
knowledge with staffs from neighboring PNPs. The main subjects they have frequently discussed are

electronic conductivity, water quality analysis, water pumps, etc.

3-3  Factors promoting project progress

(1) Factors concerning to Planning

In the planning stage, the project was to make effective use of SV and JOCV members as the

project inputs, and they were able to work together with the staff of the urban water supply authorities on
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the site. As a result, SV and JOCV members contribute toward upgrading the routine work in each
division of urban water supply authorities which they belong to. Also, the project has favorably been
able to prepare manuals and conduct training courses for site technicians in cooperation with SV and
JOCV members.

During the design of technician training course, PNPs requested the project to arrange the schedule
for the participants who could take more than one technical subject during the training period. In
response to the request, the project designed the schedule to give the same lectures on each technical
subject for several times during the training period in order to fulfill the requests of the PNPs. As a
result, the schedule of the training course was appropriately designed because several participants were

able to take two or three subjects during the training period.

Additionally, the demarcation between JICA and the ADB was clarified at the planning stage of
this project, so the ADB intended to entrust the training programs to this project. In this way, there was a

close collaboration between them from the initial stage of the project.

(2) Factors concerning to the Implementation Process

Although only a few skillful senior staff had to perform many duties in the past, the trained
engineers and technicians were able to share the workload. ~Also, the engineers have been able to share
what they have learned with technicians by utilizing textbooks and manuals which instructed them to
perform their task and requirements. In this way, project activities have smoothly been implemented by

engineers and technicians participating in the training courses.

3-4  Factors inhibiting project progress

(1) Factors concerning to Planning

The qualification and role of the chief engineers were not defined clearly, so the technical capacity
of the participants in the training course for chief engineers differed greatly, especially between three core
NPNL/PNPs and small-scale PNPs. The training course for chief engineers was conducted as they were
qualified for chief engineers. In order to promote the technical enhancement by the training courses,
therefore, technical qualification for engineers should be clarified and participants who have the same

degree of the technical capacity should join in the same training course.

In addition, there was a time when an administrative staff joined in the training course for
technicians. The causes are considered that the participants and their qualification were mismatched and

the training curriculum and design were not conveyed clearly.

(2) Factors concerning to the Implementation Process

From the perspective of engineers and technicians on the sites, even if they learned various skills
and knowledge in the training course, they might not have been able to apply the skills and knowledge to

actual work because most PNPs do not own the instruments and the reagents for water analysis.

If a scale of PNPs is small as PNP Sekong, then a staff must be responsible for several assignments

and tasks. It was observed that many staff in PNPs had a couple of positions, such as a chief engineer and
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a trainer. It indicates that they must take the responsibility for performing their multiple roles. Under this
situation, it is difficult to conduct the training courses by each province, so that it is necessary to get the

supports from PNP Champasack in the southern region and the NPNL in the Capital City.

Many figures and tables in the textbooks were not translated in Laotian language. It might be
difficult for the staff of the PNPs to understand those portions of the textbooks because their capacity of
English language is quite limited. ~Although a wordbook on the technical terms with English and Laotian
languages was prepared by the project, it is necessary to encourage the water supply staff to utilize the

wordbook effectively.

3-5 Conclusion and recommendations

(1) Implementation of the Continuous Training by the PNPs

Through the field study, it revealed that PNP Champassak and PNP Luang Prabang are conducting
the original training program by themselves based on the results of the training for chief engineer and
technician. On the other hand, in the other medium and small size authorities haven’t great change from
existing training system before the project. Therefore, for raising the basement of technology level at

small provinces, it needs the continuous training by 3 base authorities.

(2) Institutional Aspects

In addition to the existing line control system such as director, deputy director and staff within
NPNL and PNPs, the project set the category such as trainer, chief engineer, assistant trainer and
technician according to the technical level. However, it was observed many staff holds double posts
such like chief engineer and trainer, or, chief engineer and assistant trainer, which shows that the
qualification and the role of chief engineer were duplicated with both trainer and assistant trainer.
Therefore, it is recommended to reorganize the technical category of the UWS staff in a manner setting
clear qualification level and role fitting to actual assignment of UWS staff, which combines the role as a

trainer with the technical qualification.

(3) Human Resources Development

The training covered every rank of staff such as manager, chief engineer, administrative/ financial
staff and technician as well. In fact, the project set the target to train all staff totally about 500 members
during the project period utilizing trainer within the country. Regarding to the technician training, it is
highlighted most participants had no experience to learn the theory of water supply engineering. It is

required to keep monitoring and raising effort for the improvement of the accurate reporting.

(4) Utilization of training materials

Textbooks were developed as training material for training course targeting chief engineer. The
current frequency or scene of usage of textbooks varies among authorities. Textbook are just put on the
director’s desk at some provinces. On the other hand, it is also observed that chief engineers in Luang
aPrabang and Pakse refer to them when they have unknown or obscure topics. In order to enhance the

effective utilization of textbooks, it is important to periodically revise the content of textbook to reflect the
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change of the standard decided by DHUP/WASA and also to disseminate such modification efficiently to
NPNL and PNPs.

Manuals were developed as training material for training course targeting technicians and they
were sent directly to all training participants. It is expected to improve their O&M quality by referring to
manuals and also writing down own memo for remembering supplementary knowledge. In addition, it is
recommended to localize the content of manuals because the procedure and method of O&M varies

according to the type of facility and equipment between each PNPs.

3-6 Follow-up Situation
The long term expert of the project proposed the grass root cooperation “Pipeline Maintenance

Technology” and it is on-going status with the cooperation period of 2006-09.
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