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MINUTES OF MEETING
BETWEEN JAPAN INTERNATIONAL COOPERATION AGENCY
AND THE GOVERNMENT OF MEXICO
ON THE MID-TERM EVALUATION OF JAPANESE TECHNICAL COOPERATION
FOR COASTAL WATER QUALITY MONITORING NETWORK PROJECT

The Japanese Mid-term Evaluation Team (hereinafter referred to as “the Team™), organized by J apan
International Cooperation Agency (hereinafter referred to as “JICA”) and headed by Mr. Hidenori
Kumagai, visited the Mexico from July 8™ to July 19" , 2008, for the purpose of conducting the joint
mid-term evaluation on Project for Coastal Water Quality Monitoring Network Project (hereinafter
referred to as “the Project™) on the basis of the Record of Discussions signed on November 177, 2006
(hereinafter referred to a$ “the R/D”).

During its stay in the Mexico, the Team had a series of discussions and exchanged views with the
authorities concemed of the Government of the Mexico (hereinafter referred to as “the Mexican side”)

and monitored and evaluated the Project with the Mexican Mid-term Evaluation Team members.

As a result of discussions, the Joint Mid-term Evaluation Team reported the achievements of the
Project to date and desirable measures to be taken for the remaining period of the Project and the
Mexican side agreed to accept the matters referred to in the joint evaluation report attached hereto.
Done in duplicate in English and Spanish, each text being equally authentic. In case of any divergence

of interpretation, the English text shall prevail.

)
raji Ms. Cristina Rui

Mr. Kenichiro Kaw

Resident Representative Deputy General Manager for puty Director General (Technical area)
Japan International Cooperation Europe and Morth America National Water Commission (CONAGUA)
Agency General Diregfion of Technjget’and Secretariat of Environment and Natural
Mexico Office Scientific Cooperation &ecretariat R d
) of Foreign Aftfairs ‘
Mr. Hidenori Kumagai f@ lng.JOQé Antonio Rodriguez Tirado
A . .
Leader Deputy Director General (Programming
Japanese Mid-term Evaluation Area)
Team National Water Commission (CONAGUA)
Japan Intemational Cooperation Secretariat of Environment and Natural
Agency Resources
T 1P B L Tt Mavadl
‘Mr. Kunio Ishikawa Ir{g. Enri«‘;’ue Mejia Maravilla
JICA Expert Team Leader General Manager of Water Quality
Water Quality Control National Water Commission (CONAGUA)
Monitoring Network Project Secretariat of Environment and Natural
Japan International Cooperation Resources
Agency
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1. Modification of the PDM.

Based on the joint elaboration on the present PDM among CONAGUA, the Team and the JICA
Expert Team, the PDM was slightly modified but without any consequences on the original intent of
the Project and the activities thereof. It was agreed that the revised PDM as detailed in
ATTATCHMENT I “JOINT EVALUATION REPORT” and ATTATCHMENT II “PDM (version2)”

would be used to monitor the Project for the remaining period of the Project.

2. Succession of the Technology transferred in the Project, and its Diffusion towards outside
CONAGUA.

Both CONAGUA and the Team carefully elaborated on the matter of sustaining the technology
transferred especially within CONAGUA basin organization laboratories complying to the policy of
“Smaller Government of Mexico, and to pursue to mesting the requirements of “Capacity
Development” of JICA technical cooperation projects, where the technology acquired should be
diffused, after the Project, at least from personal level to organization level.

For instance, in several years after the Project, some numbers of the counterpart personnel nominated
at the CONAGUA Northern Gulf Basin Organization Laboratory are due to retire according to the
Mexican voluntarily but with well incentive retirement system, while full replenishment with those
numbers of leaving counterparts may be difficult in accordance with the policy of “Smaller
Govermment of Mexico” .

Under the circumstance, CONAGUA, to general satisfaction of JICA, outlined the following
alternatives of securing the succession of the technology;

- to make the best effort to replenish with the number of indispensable laboratory personnel through
negotiation with top management,

- to maintain the project documents and the manuals neat and tidy for readily available to new comers
to relevant technologies,

- to nominate certain collaborators from within the basin organization laboratories other than Northern
Gulf Basin Organization Laboratory, the direct counterpart of the Project, who have received the
training of the Project,

- to devise any linkage in the near future of the CONAGUA basin organization laboratories to the state
laboratories, to seek for coHaboration with the similar laboratories of universities and other
Government agencies and/or with the chemical laboratories of private enterprises on the contact basis

in the future,
- 1 - }f
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The Team fully appreciates the prospective actions of CONAGUA, and stated that JICA is certainly
in a position to render the support to the effort of CONAGUA wherever possible.

3. Collaboration and Communications with the Related Government Agencies

In the Project, in addition to maintain the good conversation with Secretariat of Environment and
Natural Resources (SEMARNAT), CONAGUA have so far been well collaborating with the Federal
Commission for Protection against Risks (COFEPRIS) , an agency under Secretary of Health, the other
relevant state-level environmental agencies and non-governmental organizations. CONAGUA and the
Team has concluded that CONAGUA should better augment the more collaboration and
communication with related agencies through exchanging data and information on the Project, and
having them invited to the training courses of the Project, if so judged by CONAGUA and the JICA
Expert Team.

4. Continuous efforts to achieve Output 3 and 4

In the latter half of the Project, the activities for Output 3 and 4 shall duly be materialized.
CONAGUA will maintain her continuous effort to achieve those objectives as described in PDM
(Version2) with the support from the Expert Team and JICA.

5. Considering the South-to-South Cooperation

CONAGUA and the Team affirmatively discussed the means of disseminating the fruits of the
Project to other Latin American countries, and agreed at least that CONAGUA and JICA would
cooberate to carry out an international seminar within the scope of the Project. And further discussed
some alternative methods of the South-to-South cooperation of such as “Third-Country Training
Program for Water Quality Monitoring”. CONAGUA and JICA will continue to tackle the possibility
of diffusing the technology acquired through the Project.

ATTATCHMENT 1 JOINT EVALUATION REPORT
ATTATCHMENT I PDM(version2) :
=)
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JOINT EVALUATION REPORT
ON THE JAPANESE TECHNICAL COOPERATION PROJECT FOR
THE COASTAL WATER QUALITY MONITORING NETWORK PROJECT

Japan International Cooperation Agency (JICA)
and

National Water Comumission (CONAGUA)
United States of Mexico

July 18, 2008E D\
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1. Introduction
1.1 Summary of the Evaluation Team

Mexico is currently facing various water-related issues and it was urgent for the Government of
Mexico to solve water quality problem. The government of Mexico made a request to the Government of
Japan for the technical cooperation project that would improve the reference functions of the National
Water Commission (CONAGUA), the agency responsible for water quality monitoring in Mexico.

In response to the request, the Japan International Cooperation Agency (JICA) dispatched preliminary
study teams in August 2005 and in August 2006. As a result of a series of studies and discussions, both
Mexican and Japanese sides agreed on the implementation of the Coastal Water Qualitj/ Monitoring Project
(the Project), with Record of Discussions signed on November 17, 2006. As one and half years have
passed since the commencement of the Project, the Japanese Mid-term Evaluation Team organized by JICA
and headed by Mr. Hidenori Kumagai, visit Mexico from July 2 to July 19, 2008, for the purpose of the

joint mid-term evaluation.

Objectives of the Joint Evaluation are as follows;

1) To verify achievements and implementation process of the Project.

2) To analyze the progress and achievements based on the Project Design Matrix (PDM) and five criteria
for evaluation, Relevance, Effectiveness, Efficiency, Impact, and Sustainability, and to prepare Joint
Evaluation Report. ‘

3) To discuss current constraints of the projects and provide reconunendations for the Project.

4) To feedback the results of the evaluation to the Project

The Japanese evaluation mission members are as follows;

Name Mission Job title
1 | Mr. Hidenor Kumagai Leader Division Director, Environmental Management
Division II, Global Environment Department,
JICA
2 | Mr. Hiromi Chihara Environmental Visiting Senior Advisor,
Management JICA
3 | Mr. Masanobu Evaluation and | Staff, Environmental Management Division II,
Kashimura Planning Group II (Environmental Management),
Global Environment Department, JICA
4 | Ms. Erika Tanaka Evaluation and Analysis | Researcher, Social' Development Department,
Global Link Management

The Mexican evaluation members are as follows.

Name Job title
1 Guillermo Gutiérrez | Chief of Project of International Cooperation,
Gomez CONAGUA
2 Irma Gonzalez Lopez Sub-manager of Sectorial Programs Ares, —

(-




CONAGUA

3 Patricio Maya Vilchis Chief of Project of Water Quality, Basin
Organization, Balsas

1.2 Methodology of Evaluation

The Japanese Evaluation Team conducted surveys at the project sites through questionnaires and
interviews to the counterpart personnel, other related agencies and the Japanese experts involved in the
Project to evaluate the Project.

Both Mexican and Japanese sides jointly analyzed and reviewed the Project, based on the Project
Cycle Management (PCM) concept. Evaluation is based on PDM Version 1 (Annex 1), which was revised
in January 2007. Both sides jointly analyzed the achievements of the Project, evaluated the Project based
on the Five Criteria for Evaluation, and finally, made a set of recommendations.

Both sides reviewed all activities and achievements, and evaluated the Project based on the

following five aspects.

(1) Relevance Relevance of the Project is reviewed by the validity of the-Project
Purpose and Overall Goal in connection with the government
development policy and the needs in Mexico.

(2) Effectiveness Effectiveness is assessed to what extent the Project has achieved its
- Project Purpose, clarifying the relationship between the Project Purpose

and Qutputs. '
(3) Efficiency Efficiency of the Project implementation is analyzed with emphasis on

the relationship between Outputs and Inputs in terms of timing, quality
and quantity.

(4) Impact Impact of the Project is assessed in terms of positive/negative, and
intended/unintended influence caused by the Project.

(5) Sustainability Sustainability of the Project is assessed in terms of political, financial
and technical aspects by examining the extent to which the
achievements of the Project will be sustained after the Project is

completed.

2. Evaluation
2.1 PDM for evaluation
Evaluation was conducted based on PDM Version 1.  For PDM Version 1, see Annex 1.

2.2 Input
Both Mexican and Japanese sides implemented inputs based on PDM and Plan of Operation (PO).

L

The details of inputs are shown in Annex 2-1 to 2-5. @
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2.3 Implementation Process

The Project is being implemented smoothly in general.

Project plan was clear and this helped smooth implementation of the Project. The Plan of
Operation and activity schedule were made clear between Japanese experts and Mexican counterparts. At
the beginning of Project, a technical committee was held, where orientation of the Project and details of
each activity were discussed ambng those concerned to the Project. Sometimes planned activities had to
be changed but both Japanese and Mexican sides made collaboration and coordination to adjust the
problem, and the change did not affect the overall progress of the Project.

Communication between Japanese experts and Mexican counterparts has been good. In spite of
some' langnage difficulties, both sides understand each other fully well because they try to understand each
other and they have common foundation of technical expertise.

Communication with other related agencies is relatively good. Apart from CONAGUA, the
Federal Commission for Protection against Risks (COFEPRIS), an agency under the Secretary of Health, is
also responsible for coastal water monitoring as a part of “Programa Playas Limpias (clean beach
program)”, in collaboration with some related agencies. Therefore, the Project tries to have good
communication with these agencies. In the training through teleconference, staff at the state-level entities
of COFEPRIS, state-level environmental agencies, non-governmental organizations, and some private
laboratories in Tamaulipas participated and, since then, communication with these organizations has been
improving. The Project has not had much communication with the Secretary of Environment and Natural
Resources (SEMARNAT) so far but. considers having more communication through provision of
information on the Project progress and monitoring data.

The ownership of the Mexican side is very ‘high. The counterparts are highly motivated.
CONAGUA provided budget necessary for the Project implementation for the National Reference
Laboratory and the Basin Organization of Northern Gulf.  One of the reasons for the strong ownership is
that this Project is highly needed by the Mexican side. The activities of the Project are completely
consistent with their laboratory work and has already become a part of routine work, therefore, the
counterparts can participate in the Project activities even though they are fully busy with their own duties
and they are able to continue the transferred method in their daily assignmént while the Japanese experts
are not dispatched to the Project site. .

One concem is that there occurs power failure from time to time at the National Reference
Laboratory at CONAGUA. It sometimes interrupts analytical work. The Mexican side recognizes the
significance of this problem and considers countermeasures against power failure.

Both Japanese and Mexican sides refer to PDM frequently, reviewing the Project progress based
on PDM. At the start of the Project, PDM was presented among stakeholders to foster common
understanding. During the Mid-term Evaluation Mission, PDM was reviewed. Although there is not
much need to change PDM, minor modifications mainly on expression have been made (see Attachment 2
Minutes of Meeting).

At CONAGUA, JICA’s another technical cooperation project started in May, i.e., the Project on
Capacity Enhancement for Establishing Mexican Norms of Water Quality Criteria. This Project on

coastal water monitoring and the other project on Mexican Norms are highly interrelated and complement
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each other.  Implementing two Projects in parallel is quite beneficial for counterparts of both projects, for
they can learn related matters at the same time. A large part of staff at the National Reference Laboratory
at CONAGUA serve as counterparts for both project and it is true that the implementation of the two
projects gives more workload for them.  To avoid excess and duplication of work, both projects have close
communication and carefully coordinate the schedule of project activities.

There has not been much influence by Important Assumptions so far.

2.4 Achievements
2.4.1 Results of Activities

Activities were implemented based on PDM. For details, see Annex 3.

2.4.2 Achievements of Outputs
Output 1: The capabilities of coastal water quality monitoring in the Basin Organization of Northern
Gulf are strengthened.

The capabilities of coastal water quality monitoring are gradually improved at the Basin
Organization of Northern Gulf. The monitoring plan and the draft of SOPs have been prepared and they are
already used in analysis. The analytical skills are being improved. "To fully establish moniforing
technique based on SOPs, training is to be continued as planned based on the Project plan.

For the achievements of Indicators for Output 1, see below.

1-1 Coastal water monitoring planprepared | - Monitoring plan was formulated based on the
based on the new suidelines. monitoring guideline, and sampling was

- actually conducted at new monitoring sites in

the Basin Organization of Northern Gulf,

which were proposed in the second year of the

Project period.

1-2 A standard operational procedure for - Analysis parameters and analytical methods
sampling, and 16 standard operational suggested by the Project were newly included
procedures for basic parameters in saline water in the monitoring plan for 2008, and coastal
and sediment. water monitoring was launched according to

SOP on sampling of saline water and sediment

and analysis of basic parameters.’

1-3 Results on analysis of reference materials are | - Current status on accuracy of analysis results

improved compared to the accredited values. was confirmed by reference materials as to
basis parameters for saline water and sediment
at the training held from October to November
n 2007.

- Continuous repetition tests will improve the
analytical skills and improve the accuracy of
analysis results,

Ouitput 2: The capabilities of coastal water quality monitoring in the Manager’s Office of Sanitation and
Water Quality (currently, the Manager’s Office of Water Quality)are strengthened.
The capabilities of coastal water quality monitoring at CONAGUA central office is gradually

enhanced. A proposal on regional costal water quality monitoring plan has been presented and SOPs are

. 4 R
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under preparation.

continuously conducted.

Indicators related to Qutput 2 have been achieved relatively well.

Accuracy of analysis results was tested and accuracy tests are planned

Details are as follows.

to be

2-1 Regional coastal water quality monitoring plan
prepared based on the new guidelines.

- Aplan on coastal water monitoring sites to be
newly introduced in Mexico was presented
during the second year of the Project, based on
standard monitoring guideline.

2-2 Standard operational procedures for 7 harmful
parameters and for 4 toxic organic pollutants’in
saline water and sediment.

- SOPs on toxic pollutants are planned to be
developed in the third: year of the Project.
Preparation is currently under progress.

2-3 Results on analysis of reference materials are
improved compared to the accredited values.

- Current status on basic parameter analysis of
saline water and sediment was confirmed
using reference material during training given
from October to November in 2007,

- Accuracy of analysis results on toxic
pollutants will be conducted during training
course to be held in November, 2008.

- Continuous repetition tests will improve the
analytical skills and improve the accuracy of
analysis results

Output 3: The Quality Assurance and Quality Control (QA/QC) system of water quality monitoring of

coastal water quality monitoring is improved.

Activities related to this Output are planned to be fully implemented in 2008 and later.

Preparation work has been already launched.

Indicators related to Output 3 observed so far are as follows.

3-1 A proficiency test is carried out between
Northern Gulf Basin Organization Laboratory and
National Reference Laboratory at least once a year.

- A standard proficiency test is planned to be
implemented on analysis of saline water and
sediment in the third year of the Project.
Preparation is currently under way.

3-2 Data analysis report from the QA/QC program
is issued twice a year.

~

- Data analysis report is expected to be
compiled based on the results of proficiency
test on saline water and sediment, which is to
be conducted during the third year of the
Project.

Output 4: Training functions of National Reference Laboratory and Northern Gulf Regional Laboratory

on coastal water quality monitoring are strengthened.

Activities related to this Output are planned to be implemented on a full scale in 2009, however,

Y

training for the staff at other Regional Laboratories was already held in 2007 as a trial to transfer the
technique. The Project considers it important to transfer technique to other Regional Laboratdries to have
the technique securely sustained at CONAGUA, even if there is replacement of trained personnel. The
counterpart members at the National Reference Laboratory and the Northern Gulf Basin Organization

Laboratory played a role successfully as instructors.

. 5
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Indicator related to Output 4 observed so far is as follows.

4-1 At least three (3) training courses (such as for | -  Activities related to this Output are supposed
sampling, basic and toxic parameters) are to be implemented during the fourth year of
conducted based on an annual training plan. the Project. However, a training course for

regional laboratories was conducted on a trial
basis from October to November in 2007, on
analysis of basic parameter of saline water and
sediment. '

2.4.3 Achievement of Project Purpose
Project Purpose: The reference functions of CONAGUA on the coastal water quality monitoring are
strengthened.

The draft of sampling guidelines and some SOPs have been prepared and distributed.
Counterpart members and staff at other Regional Laboratories are currently reviewing them for feedback to
complete the final versions later. '

The achievement of Objectively Verifiable Indicators for Project Purpose observed so far is as

follows.
1. Three (3) kinds of standard - Sampling methods for saline water and sediment have
operational procedures (such as for been developed.
sampling, basic (16) and toxic - Draft SOPs for sampling guideline and basic pararmeters
parameters (11) of saline water and (17) have been developed.
sediment analysis are authorized by ~ SOP for toxic. parameters (11) is currently under
General Director of CONAGUA. preparation but not fully developed yet. It will be
completed in the third year of the Project.
- There is not a procedure of authorization of General
Director of CONAGUA and the expression of this
Indicator will be modified in the revised PDM.
2. The authorized standard operational | - Activities related to this indicator are smoothly
procedures are introduced in 11 regional implemented, and, therefore, it is expected that SOPs will
laboratories. be introduced in 11 Regional Laboratories by the end of

the Project period.

- Draft SOP of sampling method of saline water and
sediment was distributed to the Northern Gulf Basin
Organization Laboratory.

- Sampling guidelines and SOPs on basic parameters were
distributed and used dwring training on sampling and
basic parameter analysis held from October to November
targeted for local laboratory staff nation-wide. Training
participants are expected to bring SOPs to their own
laboratory and get themselves familiar with the analytical
method acquired by the training. Suggestions raised
through the analysis will be reported to the National
Reference Laboratory via the Northern Gulf Basin
Organization Laboratory and the National Reference
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Laboratory will review and incorporate the comments to
complete the final version of draft SOP.

- SOPs on analysis of basic parameters (17) were
distributed to the Northemn Gulf Basin Organization
Laboratory.

- SOPs above mentioned were distributed to 8§ Basin
Organization ~ Laboratories  (except the  Basin
Organizations of Northern Gulf and Yucatan Peninsula)
as well as 4 Local Direction Laboratories, and the
National Reference Laboratory during the training course.

2.5 Evaluation by Five Criteria
2.5.1 Relevance

Relevance is high in terms of Mexican policy and needs in water resource management and
Japanese policy of Official Development Assistance (ODA) to Mexico.

The improvement of water quality is a priority issue in Mexican water resource management
policy. The Mexican National Water Program (“Programa Nacional Hidrico™) points out, as one of the
priority issues, consolidation of water quality through integrated water resource management (Sfrategy 2 of
Objective 3 “promotion of integrated and sustainable water managenient in basins and aquifers”). Project
Purpose and Overall Goal of the Project, which relate to water quality, are consistent with the Mexican
water management policy.

The needs to improve coastal water quality are particularly important. In Mexico, monitoring
technique of fresh water is quite well established. On the other hand, the monitoring technique of coastal
water and criteria for monitoring have not been fully developed.  As a result, systematic and chronological
data on coastal water have not been available although that accurate data are crucial in policy formulation
and decision-making. The importance of improvement of coastal water quality is increasing especially
from the viewpoint of tourism development, one of key sectors in the Mexican economy. Currently
“Programa Playas Limpias (Clean Beach Program)” is under operation in collaboration among COFEPRIS,
CONAGUA and other related agencies. To fully implement “Programa Playas Limpias” and to have
beaches certificated on intemational level, it is essential to have precise, complete, and reliable data on
coastal water. Given this backdrop, the Project focused on coastal water monitoring is highly relevant.

The Project is relevant in Japanese ODA policy as well. In the Japanese ODA policy to Mexico,
three priority areas are identified. They are; improvement of human security and reduction of poverty,
industry development and local development, and cooperation in global environmental issues and water
supply and sanitation. The Project targeted to water quality is consistent with one of three priority areas.
In addition, Japan has a considerable amount of techniques and experiences in the area of measures for
prevention and control of pollution, including water quality. It can be said that the Project adequately

incorperates the Japanese technical advantages.

2.5.2 Effectiveness
Effectiveness is high. The reference functions of CONAGUA are being steadily strengthened.
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Outputs are being achieved as planned, and, if the Project continues to make a smooth progress, it
is expected that the Project Purpose will be achieved.  Objectively Verifiable Indicators for Outputs 1 and
2 are steadily being achieved. ~Although a large part of activities related to Outputs 3 and 4 are basically
planned to be implemented in 2008 and 2009, some activities have been already implemented and as a
result of activities related to Output 1 and 2, the Mexican counterparts are fully prepared to implement
activities of Output 3 and 4. It is well prospected that the Output 3 and 4 will be achieved by the end of
the Project period. The Indicators of Project Purpose has also been partly achieved so far and expected to
be achieved by the end of the Project.

All four Outputs are important to achieve the Project Purpose and logically related. Through
Output 1 and Output 2, it is expected to strengthen the capabilities of both the Basin Organization of
Northern Gulf and the Manager’s Office of Water Quality. Output 3 is to improve the QA/QC system,
which 1s indispensable to establish a monitoring network nation-wide. To consolidate the benefit of other
Outputs and to disseminate the benefit of the Project, the training capacity of CONAGUA is strengthened
(Output 4). Project Purpose is expected to be achieved as a result of all four Outputs. Through the
Project activities implemented so far, it is clear that the staff at the National Reference Laboratory and the
Northern Gulf Laboratory has been well capacitated. They are expected to play a pivotal role to achieve
the Project Purpose.

Several promoting factors for the achievements can be pointed out. The technique introduced
by the Project is new to CONAGUA and the interest of all the stakeholders is very high. Therefore, the
Mexican counterparts have strong commitment and responsibility in the Project. Their level of expertise
is also high. Japanese side has provided necessary resources to implement the Project. Experts have
adequate technology, experiences and enthusiasm toward the Project. CONAGUA has already
incorporated the analytical skills introduced by the Project into its annual plan and this will help
significantly to consolidate and disseminate the technique nation-wide.

Some challenges are also observed. There is a concern about budget and personnel allocation at
CONAGUA. Although CONAGUA is allocated historically abundant budget this year, there is difficulty
in timely disbursement due to procedural matters. Some of the present staff trained by the Project are
planned to retire in a few years and the prospect of replacement of these persons is not very clear at this
moment. CONAGUA already takes riieasures for the sustainability and prevalence of the transferred
technology, trying to secure the replacement of -personnel, disseminating techmology to other Basin
Organization Laboratories, and collaborating with other related agencies. Some Basin Organization
Laboratories do not have equipment and consumables necessary to conduct analysis by the method
introduced by the Project. ‘ '

To achieve Outputs and Project Purpose, it is important to continue activities and to further

improve technical levels.

2.5.3 Efficiency
Efficiency is generally high. Both Japanese and Mexican sides have provided adequate inputs

to the Project.
All the Japanese experts have strong commitment and expertise. Experts are dispatched on a
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short-term basis and there are some periods in which no Japanese experts are present at CONAGUA.
During the absence of the Japanese experts, the counterparts execute their duty. utilizing the skills
transferred by the Japanese experts. This is made possible because the transferred skills and Project
activities are completely incorporated in routine work at CONAGUA. It may be more effective if
Japanese experts and Mexican counterparts had more communication via E-mail and telephone during the
absence of experts in Mexico.

Training in Japan was effectively implemented. Through training in Japan, skills and technique
necessary for analysis and monitoring have been transferred to counterparts and the counterparts are
already applying the skills to routine work at CONAGUA. One benefit of training in Japan was to show
the overall flow of monitoring system implemented in Japan, including relations between central office and
regional laboratories. The counterparts who participated in training in Japan disseminate the experience to
other counterparts, at,JCC and through lectures and routine work at CONAGUA.

Equipment supplied is well utilized and has contributed to produce Outputs. ~All the equipment
supplied is adequate to teclmiéal transfer and is used for routine work at CONAGUA. Maintenance of the
equipment is good as the equipment is already included in the inventory list at CONAGUA and
incorporated in the annual maintenance system. At the Northemn Gulf Basin Organization Laboratory, one
foundation chip of a spectro-photometer supplied by the Project got malfunction. It is currently under
repair, however, by the guarantee, and will get recovered soon. Equipment provision and repair takes time
mainly because of the procedure of suppliers in Mexico. Out of equipment supplied, a cadmium reduction
column was not delivered before the commencement of the training and the schedule had to be coordinated
again. Some glass instruments necessary for technical transfer of analysis are not available in Mexico.
In the Project, equivalent instruments are used and there is not much influence in analysis caused by this
problem so far.

The Mexican side allocated sufficient number of personnel with adequate expertise. During the
course of time, it was discussed that the number of counterpart members be increased, with consideration
of the expansion of the Project activities to other Basin Organization Laboratories. As a result, some staff
members at other nine Basin Organization Laboratories have joined the Project as collaborators.

The Mexican side also has provided equipment and budget necessary for the Project activities
and this facilitates the smooth implementation of the Project. The plasma induction equipment, purchased
by CONAGUA, is especially indispensable for technical training. One thing to be noted is that it takes a
long time for the approved budget to be disbursed due to complicated procedure applied to the Mexican
governmental agencies. This sometimes affects the smooth progress of the Project, for example, reagents
were not timely provided for the training. Local cost assistance by the Japanese side well complements
this problem and necessary reagents and consumables were timely provided for the Project.

Joint Coordinating Committees were held when necessary. JCC serves as an opportunity to
confirm the progress of the Project and to discuss important issues among concerned members. Not all
the counterpart members participated in JCC but the results of JCC are reported to all the counterparts and
information is adequately shared among stakeholders.

There has been combined benefit brought about by another projects assisted by JICA. The

. Project on Capacity Enhancement for Establishing Mexican Norms of Water Quality Criteria was launched
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in May 2008 and some counterpart members are engaged in both projects. This enhances the level of
knowledge and skills of the counterparts. JICA and CONAGUA implemented a Development Study, the
Study on Development of the National Water Quality Monitoring Program in Coastal Areas, at the Basin
Organization of Northern Gulf from 1999 to 2000. Some counterparts participated in the Development
Study as well and they are utilizing monitoring skills acquired during the Development Study, for example,
analytical technique using gas chromatography. It is also beneficial for this Project that CONAGUA has

" been accustomed to the procedure of JICA’s project through the previous experiences.

2.5.4 Impact

It is expected that Overall Goal will be achieved if the Project makes steady progress as it does
and impact is quite high at this point.

In the middle of the Project period, the Project is gradually and successfully establishing a system
of coastal water monitoring. It is well prospected that the capacity of monitoring and control of coastal
water quality will be strengthened at CONAGUA. Indicators of Overall Goél will be expected to be
achieved if the current progress of the Project continues. The system of quality Assurance and Quality
Control, which is currently being established, will be introduced in all the Basin Organization Laboratories
in Mexico (Indicator 1). Coastal water monitoring results are adequately collected by improved analytical
skills and will be compiled in statistics and be open to the public in near future (Indicator 2). As
monitoring plan is being prepared and monitoring data are consolidated through the Project, it is likely that
prioritized control area will be identified based on monitoring results (Indicator 4). Achievement of
Indicator 3, the establishment of NMX (Mexfcan Norms, non-obligatory standards), depends on Important
Assumptions to some extent. Procedures to get NMX officially established take considerable time and
take place out of the framework of the Project. However, it is well expected that the Project will be able
to adequately formulate the draft of NMX that will be approved by the committees and organizations
concerned to evaluation of NMX.

The technique and monitoring system introduced by the Project is béing expanded to Basin
Organization Laboratories other than Northem Gulf through training and it is likely that the benefit of the
Project will contribute to the improvement of coastal water quality in the long run. Currently the
technique introduced by the Project is examined at the Basin Organization Laboratories during the routine
work, and, after the feedback from the Basin Organization Laboratories, the technique will be improved
and established as a nation-wide system. As the coastal water monitoring was not sufficiently
implemented in Mexico before, the impact of the Project toward the improvement of coastal water quality
will be significant.

Some challenges to produce impact can be pointed out. First, it is necessary to get other Basin
Organization Laboratories involved and to disseminate them the monitoring technique and system. For
this, securing budget to organize training to the Basin Organization Laboratories will be an important
promoting factor. It is also important that all the Basin Organization Laboratories have the same level of
equipment and materials to realize the standardized coastal water monitoring. At this moment, there are
differences in equipment among Basin Organization Laboratories and this makes difficult to conduct the

same analytical work. In addition, collaboration and involvement of among related agencies other than
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CONAGUA will be important to produce impact. As COFEPRIS and other agencies are also responsible
to coastal water monitoring, technical and information exchange with these agency will enhance mmpact.

Unexpected impacts are found through the Project. Although the Project is focused on coastal
water, some methods developed by the Project can be adopted to fresh water monitoring as well. For
example, analytical technique for chlorophyll A can be applied to fresh water analysis. Through the
Project, communication among CONAGUA has been strengthened.  Also collaboration with other related
agencies such as COFEPRIS is being improved.

No negative impact has been recognized so far.

2.5.5 Sustainability

Sustainability is generally high in political, technical, and financial aspects.

The Mexican policy to put importance on coastal water quality will be maintained. Quality is a
critical issue in water resource management and the improvement of monitoring system of coastal water is
more required compared to that of fresh water.

Technical sustainability is high. The Mexican counterparts at the Basin Organization of Northern
Gulf and the Manager's Office of Water Quality have already acquired skills on coastal water quality
monitoring to execute their routine work of analysis and monitoring. They also have capabilities to train
staff at the other Basin Organization Laboratories. The results of the Project activities are gradually being
compiled in monitoring plan and SOPs, and, when these documents are completed, it is expected that the
coastal water monitoring capabilities established in the Project will be sustained within CONAGUA.
CONAGUA has already incorporated analytical procedures introduced by the Project in its annual
operation plan, which means that the acquired knowledge and skills will be utilized in routine work. This
will contribute to get the procedure established as a system and enhance the technical sustainability. To
secure the technical sustainability within CONAGUA, technical standardization among the Regional
Laboratories and consolidation of monitoring network will be key factors.

Financial aspect, including personnel budget, is crucial to sustainability. As some of trained
counterparts are expected to retire in a few years, CONAGUA is now discussing to maintain the current
level of personnel allocation on the higher level and considering strategies toward the sustainability of
transferred skills at CONAGUA. Development of well-claborated SOPs and manuals as well as
dissemination of knowledge and skills within CONAGUA, including other Basin Organization
Laboratories, may be contributing factors. With regard to budget, disbursement procedure is an influential
issue in addition to the actual amount of budget. Even though the budget is sufficiently allocated,
sometimes it is not timely disbursed to implement routine work. As the budget and personnel is limited,
efficient allocation and utilization of resources may help to secure sustainability.

To enhance the sustainability, collaboration with other related agencies could be a promoting factor
in a long term. By disseminating the technique to the related agencies and having the same technique and
information, coastal water monitoring technique and system will be better established in a sustainable way.

It may be possible in the future that collaboration among agencies will help securing budget.
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2.6 Conclusion

The Project has been making smooth and steady progress so far. If the progress continues. it is
expected that Project Purpose will be achieved by the end of the Project period. Therefore, there is not
much need to change the direction of the Project. Efforts to make transferred technique sustained at

CONAGUA will be required for the remaining period.

3. Recommendations and Lessons Learned

3.1 Recommendations
One critical issue is to consolidate and sustain the technique transferred. This is especially

important when some counterpart members are expected to retire in some years. It is necessary to
establish a system to make knowledge and technique sustained within CONAGUA even if a particular
person leaves office. It is recommendable that the Project develops SOPs, manuals, and other documents
that are clear and easily understood. Also it is desirable that the Project should be more focused on
training capacity of the Manager's Office of Water Quality and the Basin Organization of Northern Gulf in
the reniaining Project period. Through improvement of training capacity, it'is expected that the capacity
of other Basin Organization Laboratories will also be enhanced in near future and this will complement the
retirement of counterpart members currently trained.

To establish a nation-wide monitoring network, it is important to disseminate the technique to
other Basin Organization Laboratories. It is recommendable that the Project considers invitation of staff
at National Network Laboratories of CONAGUA to training. “This is also important from the viewpoint of
technical sustainability above mentioned.

To implement the Project more effectively, it is reconumendable to strengthen relations with
related agencies. As agencies, such as COFEPRIS, are also responsible to coastal water monitoring, it is
more effective to strengthen communication with these agencies. Also it is desirable to strengthen
relations with SEMARNAT. To establish better relations with these agencies, it is recommendable that the
Project has more information exchange, including monitoring data with other related agencies. To invite

these agencies to some meetings and other occasions organized by the Project may be another suggestion.

3.2 Lessons Learned

One promoting factor to the smooth implementation of the Project is that the Project is highly
required and consistent with routine work at the counterpart organization, CONAGUA. As Project
activities are completely incorporated in daily work, the counterparts are highly motivated and easily
execute their Project activities in a consistent manner with their daily duties. In the Project, the skills and
technique are already incorporated in annual work plan at CONAGUA. This will help to disseminate the

technique introduced by the Project to other areas of the counterpart country and to get the benefit of the

Project sustainable, @
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ANNEX 2-2: Dispatch of Japanese Expert

No. Field Name Assignment Period (days) M/M
2007.1.15—2007.3.10 (53) 1.83
2007.5.7~2007.6.20 (45) 1.50
2007.8.20—2007.11.2 (75) 2.50
2008.1.28—2008.3.2 (37) 1.23
Leader/Quality Assurance T & 2008.5.12-2008.7.30 (80) 267
i Quality Control/ Training ISHIKAWA Kunio | 2008.10.20—2008.12.18 (60) 2.00
2009.1.12—2009.3.7 (55) 1.83
'_Wo_rkix}_gﬂ in] apan
2006.12.25—2006.12.28 (4) |  0.13
2007.1.4—2007.1.14 (11) 0.37
) o 2007.2.22—2007.3.23 (30) 1.00
5, |Saline Water Sampling/ |y p A A vouichi | 2007.5.7-2007.7.20 (75) 2.50
Basic Parameters Analysis - YL
2007.9.3—2007.12.20 (102) 3.40
2007.2.22—2007.3.23 (30) 1.00
2007.8.9—2007.8.31 (23) 0.77
Monitoring planning/ |y p ora 2007.11.21—2007.12.20 (30) 1.00
3. |Interpretation of Monitoring Takavoshi X _ by “
Data y 2008.5.122008.6.19 (39) 1.30
2008.10.20—2008.11.18 (30) 1.00
2009.1.19—2009.2.23 (36) 1.20
.| imorgenic Substance ONUMA Takashi 2008.5.12—2008.7.25 gs;) 2.50
Analysis ’ 2008.10.20—2008.12.3 (45) 1.50
_ B . | WATANABE 2008.5.12—2008.7.10 (60) 2.00
5. |Organic Substance Analysis Yoshinobu 2008.10.20-2008.12.18«“’(6‘6) 500
6. |Coordinator KIYOTA Daisaku 2007.1.1572007.2.13 (30) 100
- ~2009.2.6—2009.3.7 (30) 1.00
7. | Coordinator KATO Naomi 2008.1.28—2008.2.26 (30) 1.00
- envir JIM ' -
8 g:;illg:lr\:eli:)t;lcn;i;gillator Egoyul:?* 2006.3.9-2008.3.9

*Engaged in preparation of the Project before the start of the Project from March 2006 to December 2006. From
January 2007 to May 2007, he works as a Japanese expert at Basin Ovganization of Northern Gulf. Transferred
from the Basin Organization of Northern Gulf to Manager’s Office of Sanitation and Water Quality in May 2007,
where he serves as a coordinator of strategic program to improve the capacity of water contamination prevention.
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Annex 2-3:  Counterpart Training

Title/Organizati . ..
No. Name e . rganiza ‘IOAD Title of Training Course | Traiming Period
at the time of training = =
Ms. Maria Marearita Project Chief of the National
1. Dafie Lobato 6’11161'05 Laboratory Network,
atn ’ CONAGUA Conacitr d
5 Ms. Valia Maritza Chief of WNational Reference C?)};zglta]:;:gigfft of Nov. 4, 2007
" | Goytia Leal Laboratory, CONAGUA ) Y | —Now. 22, 2007
hief of Northern Gulf Basin Monitoring
Ms. Francisca Robledo Chie ororthe
3. Mt Organization Laboratory,
Hz CONAGUA -
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Annex 3: Results of Activities

1-1 To integrate the existing coastal
monitoring guidelines (JICA and others)
into uniform standard guideline.

Recomumendations were presented as to the draft of
uniform standard guideline.

Lecture was conducted'by Japanese experts regarding
cases on coastal monitoring in Japan.

Inmportant issues related to coastal monitoring were
identified.

The draft of uniform standard guideline was developed.

1-2 To review the existing coastal
monitoring plan based on the new
standard guideline and develop a new
monitoring plan in the Northern Gulf
Region.

Existing monitoring sites were identified and suggestions
as to new monitoring sites were presented.

Basic concept on monitoring plan was confirmed
between Japanese experts and Mexican counterparts

A coastal water quality monitoring plan in the Northern
Gulf Region was developed based on the draft coastal
water quality guideline.

Monitoring sites in the Northern Gulf Region were
discussed.

1-3 To prepare the standard operational

.procedures (draft NMX) for saline water

and sediment sampling and analysis
methods after reviewing the present
work.

A sampling manual has been developed.

Basic information necessary for development of SOP
was compiled and assistance for development was given
by Japanese experts.

Development of SOPs is under progress.

1-4 To consolidate the sampling
skills of saline water and sediment.

Four on-the-job training packages to improve the
sampling skills of counterparts at Northern Gulf Basin
Organization Laboratory were conducted in the first half
of 2007.

On-the-job training was conducted to improve analysis
capacity of basic parameters based on reference
materials.

Draft SOPs on basic parameters were prepared.

1-5 To consolidate analytical skills of
the basic parameters in saline water and
sediment, and those for data quality
assurarnce.

Control method of analysis accuracy implemented in
Japan was presented by Japanese experts.

Activities to improve accuracy of analytical results and
analytical technique were introduced, through repetitive
analysis by reference material.

On-the-job training was conducted to improve the
capacity of basic parameter analysis. The accuracy of
analytical results was evaluated during the training held
from October to November in 2007 and activities to
improve analytical technique and accuracy are being
implemented.

1-6 To mterpret monitgring data for site
evaluation.

To be implemented in 2008.

1-7 To conduct sampling and chemical
analysis of water and sediment based on
the standardized operational procedures.

To be implemented in 2008,
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2-1 To integrate the existing coastal
monitoring guidelines (JICA and others)
into uniform standard guideline.

Recommendations were presented as to the draft of
uniform standard guideline.

Lecture was conducted by Japanese experts regarding
cases on coastal monitoring in Japan.

Important issues related to coastal monitoring were
identified.

The draft of uniform standard guideline was developed.
(Same as 1-1)

2-2 To review the existing regional
monitoring plan based on the new
standard guideline for  coastal
monitoring and to give necessary
approval.

The status of existing monitoring sites is being identified
and proposals on new monitoring sites are being
discussed. Activities to obtain approval are expected to
take place later on.

Basic concept on monitoring plan was confirmed
between Japanese experts and Mexican counterparts.

2-3 To apply the method to measure the
basic parameters and selected toxic
pollutants in saline water and sediment,
and those for data quality assurance.

Basic information necessary for development of SOPs
was compiled and the development of SOPs is under
progress with assistance of Japanesé experts.

SOPs are being developed.

In the first half of 2007, on-the-job training was

- conducted for the counterparts at the National Reference

Laboratory to improve sampling and analysis (basic
parameters). The counterpartsat the National Reference
Laboratory participated in the training courses on
sampling and basic parameter analysis for the Regional
Laboratories, not only as trainees but also as instructors.

2-4 To prepare the standard operational
procedures (draft NMX) for saline water
and sediment afialysis methods.

Training was conducted for the counterparts at the
National Reference Laboratory to improve their
analytical skills.

Necessary equipment for the Project activities was
provided.

Draft SOPs for basic parameters were developed.
Basic information necessary for development of
monitoring guideline and SOPs on basic parameter
analysis was compiled and assistance for development
was given by Japanese experts, and then, the monitoring
guideline and SOPs are being developed.

SOP for toxic pollutant analysis is currently being
developed.

2-5 To interpret monitoring data for the
site evaluation.

To be implemented in 2008.

2-6 To conduct chemical analysis of
saline water and sediment based on the
standard operational procedures.

Sampling and analysis of basic parameters are expected
to be conducted in 2008. Analysis of toxic pollutants
will be conducted after the development of SOP.

The results of analysis of saline water and sediment are
obtained as planned.

2-7 To prepare the reference material
(RM).

The development plan of RM was formulated and
extraction sites were discussed. Trial materials were

yaya

extracted and pre-process was applied.
7
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RMs to be used for analytical training were developed.
They are used for measurement of analysis accuracy in
each training session.

3-1 To prepare the QA/QC system
appropriate to the coastal water
monitoring after reviewing the present
QA/QC operation in Northern Gulf
Region.

This activity is basically planned to be implemented in
2008.

In June 2007. a lecture on quality control was given to
the counterparts at the Northern Gulf Region, in which
QA/QC system recomumended by the Ministty of
Environment in Japan was presented.

3-2 To review the past monitoring data
based on the newly developed QA/QC
system into the existing QA/QC system.

To be implemented in 2008.

3-3 To integrate the newly developed
QA/QC system into the existing QA/QC
system for the national water monitoring
network.

To be implemented in 2008.

. 3-4 To apply the integrated QA/QC

system QA/QC system for the fresh and
saline water monitoring.

To be implemented in 2008.

3-5 To conduct proficiency tests for
improving accuracy of data.

To be implemented in 2008.

4-1 To develop a training master plan for
coastal water monitoring after studying
the existing training program and
training needs..

To be implemented in 2009.

4-2 To develop an annual training
program based on the annual training
program.

To be implemented in 2009.

4-3 To prepare training materials based
on the annual training program.

To be implemented in 2009.

4-4 To conduct trial training with
materials.

To be implemented in 2009.

4-5 To review the materials and the
annual training program as required after
reviewing the trial training.

To be implemented in 2009.

4-6 To conduct the training for the
regional laboratory staff based on the
reviewed training program.

A training course was conducted in 2007 for the staff at
the Regional Laboratories nation-wide on a trial basis.
Full-scale activities are planned in 2009.
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MINUTA DE LA REUNION
ENTRE LA AGENCIA DE COOPERACION INTERNACIONAL DEL JAPON
Y EL GOBIERNO DE MEXICO
SOBRE LA EVALUACION INTERMEDIA DE LA COOPERACION TECNICA JAPONESA
PARA EL PROYECTO DE
LA RED DE MONITOREO DE LA CALIDAD DEL AGUA COSTERA

El Equipo Japonés de Evaluacién Intermedia (en adelante denominado como “el Equipo”)
organizado por la Agencia de Cooperacion Internacional del Japdn (en adelante denominada como “la
JICA”) y encabezado por el Sr. Hidenori Kumagai, visité México del 8 al 19 de julio de 2008, con el
proposito de conducir una evaluacion intermedia conjunta sobre el Proyecto de la Red de Monitoreo de
la Calidad del Agua Costera (en adelante denominado como “el Proyecto”) con base en el Registro de
Discusiones firmado el 17 de noviembre de 2006 (en adelante denominado como “el R/D”).

Durante su estancia en México, el Equipo sostuvo una serie de discusiones e intercambid
puntos de vista con las autoridades concernientes del Gobierno de México (en adelante denominado
como “el lado mexicano”) y realiz6 un monitoreo y evaluacién del Proyecto junto con los miembros
del Equipo Mexicano de Evaluacion Intermedia.

Como resultado de las discusiones, el Equipo Conjunto de Evaluacién Intermedia reportd los
alcances del Proyecto hasta la fecha, y presentdé medidas deseables por tomarse para el periodo restante
del Proyecto; el lado mexicano estuvo de acuerdo en aceptar los asuntos referidos en el informe de
evaluacion conjunta adjunto a este documento.

Elaborada en duplicado en inglés y espafiol, esta minuta se considera auténtica en ambas
versiones. Si ocurre alguna divergencia en su interpretacion, la versién en inglés prevalecera.

2 México, D.F., 18 de Julio de 2008

Mr. Kenichiro Kawaji
Representante Residente
Agencia de Cooperacion

L Felipef. Arreguin Cortés
Subdirector General Técnico
Comision Nacional del Agua

Internacional del Japon (CONAGUA)
Oficina en México Técnica y Cientifica Secretaria del Medio Ambiente y Recursos
Secretaria de Relaciones Exteriores Naturales
8 - < — t———"—‘ .
e AN R U L Jﬂ_t\ ledocud b -4 2
Mr. Hidenori Kumagai \(Q/ ¢ " Ing.Jésé Antonio Rodriguez Tirado
Lider Subdirector General de Programacion
Equipo Japonés de Evaluacion Comision Nacional del Agua
Intermedia (CONAGUA)
Agencia de Cooperacién Secretaria del Medio Ambiente y Recursos
Internacional del Japén Naturales
Mr. Kunio Tshikawa Ing’ Enriqu'éIMejia Maravilla
Lider del Equipo de Expertos Gerente de Calidad del Agua
Japoneses Comision Nacional del Agua
Proyecto de la Red de (CONAGUA)
Monitoreo de la Calidad del Secretarfa del Medio Ambiente y Recursos
Agua Costera Naturales

Agencia de Cooperacion
Intemacional del Japén



1. Modificacion de la PDM.

Con base en la examinacién conjunta de la PDM actual por la CONAGUA, “el Equipo” y el
Equipo de Expertos de JICA, se modificé ligeramente la PDM, sin ninguna consecuencia para
la propuesta original del Proyecto y sus actividades. Se acordé que la PDM revisada, que se
detalla en el Adjunto I “Informe de Evaluacién Conjunta” y el Adjunto 11 “PDM (version 2)”
sera utilizada para monitorear el Proyecto para el periodo restante de cooperacion.

2. Sucesion de las tecnologias transferidas por el Proyecto y su difusién hacia afuera de
la CONAGUA.

Tanto la CONAGUA como “el Equipo” examinaron cuidadosamente el tema de
sustentabilidad de las tecnologias transferidas, sobre todo, dentro de los laboratorios de los
Organismos de Cuenca de la CONAGUA. en cumplimiento con la politica de “reduccién del
tamafio del Gobiemno de México”, y para satisfacer los requerimientos de “desarrollo de
capacidades” aplicados a los proyectos de cooperacién técnica de la JICA, en que las
tecnologias adquiridas deben ser difundidas, después del Proyecto, por lo menos del nivel
personal al nivel de la organizacion.

Por ejemplo, varios afios después del Proyecto, algunas personas designadas como personal de
contraparte se retiraran del Laboratorio del Organismo de Cuenca Golfo Norte de Ia
CONAGUA de acuerdo con el sistema del retiro voluntario con un buen incentivo, mientras
que el reemplazo completo de estas personas de contraparte que se van a retirar sera dificil
debido a la politica de “reduccion del tamafio del gobierno de México”.

Por esta situacion, la CONAGUA deline6 las diferentes alternativas para asegurar la sucesién
de la tecnologia, para una satisfaccidon general de la JICA. Estas alternativas son las
siguientes:

» Realizar su mejor esfuerzo para complementar el personal indispensable para el
laboratorio a través de negociaciones con las autoridades superiores.

* Mantener documentos y manuales del Proyecto de manera completa y accesible para
las nuevas personas que operen tecnologias relevantes.

» Designar colaboradores de entre el personal de los laboratorios de los organismos de
cuenca que no sean del Laboratorio del Organismo de Cuenca Golfo Norte,
contraparte directa del Proyecto, quienes hayan recibido capacitacion por parte del
Proyecto.

e Pensar algunos lazos en un futuro cercano entre los laboratorios de los organismos de
cuenca de la CONAGUA vy los laboratorios de los estados, buscar colaboracién con
los laboratorios similares de universidades y otras instituciones gubernamentales y/o
con los laboratorios quimicos de las empresas privadas sobre la base contractual en el
futuro.

®

“El Equipo” aprecié cabalmente las posibles acciones de la CONAGUA, e indicé que la JICA
apoyaria los esfuerzos de la CONAGUA en la medida de lo posible.

3. Colaboracién y comunicacion con las instituciones involucradas.

En el Proyecto, ademdas dé mantener una buena conversacién con la Secretaria del Medio
Ambiente y Recursos Naturales (SEMARNAT), la CONAGUA ha estado colaborando con la
Comisién Federal para la Proteccidén contra Riesgos Sanitarios (COFEPRIS), una instancia
sectorizada a la Secretaria de Salud, con las agencias ambientales de nivel estatal y con las
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organizaciones no gubernamentales. La CONAGUA y “el Equipo” han concluido que la
CONAGUA deberia pensar una mayor colaboracién y comunicacién con instancias
pertinentes a través del intercambio de datos e informacién sobre el Proyecto e invitandolas a
los cursos de capacitacion del Proyecto, si se juzga conveniente por la CONAGUA y el
Equipo de Expertos de la JICA.

4. Esfuerzos continuos para alcanzar los Resultados 3 y 4.

En la segunda mitad del Proyecto, se deben realizar las actividades para lograr los Resultados
3y4. La CONAGUA mantendra esfuerzos continuos para alcanzar estos objetivos descritos
en la PDM (version 2) con el apoyo del Equipo de Expertos y la JICA.

5. Consideracion sobre la Cooperacion Sur- Sur.

La CONAGUA y “el Equipo™ conversaron sobre las medidas de difusién de los frutes del
Proyecto a otros paises latinoamericanos, y acordaron que la CONAGUA vy la JICA
cooperaran para llevar a cabo un Seminario Internacional en el marco del Proyecto. También
discutieron sobre los otros métodos alternativos de Cooperacién Sur - Sur, como el “Programa
de Capacitacion para Terceros Paises sobre el Monitoreo de la Calidad del Agua”; la
CONAGUA vy la JICA continuardn buscando la posibilidad de difundir las tecnologias
adquiridas a través del Proyecto.

Documento adjunto I: “Reporte de Evaluacién Conjunta”
Documento adjunto II: PDM (version 2).
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1. Introduccién
1.1 Resumen del Equipo de Evaluacién

Mexico esta actualmente enfrentando varios problemas relacionados con el agua y fue urgente para el
Gobiemno de México resolver el problema sobre calidad del agua. El gobierno de México realizd una
peticién al Gobierno de Japon para un proyecto de cooperacién técnica que mejoraria las funciones de
referencia de la Comision Nacional del Agua (CONAGUA), institucién responsable del monitoreo de
calidad de agua en México.

Como respuesta a esta peticion, la Agencia de Cooperacion Internacional del Japén (JICA) envid unos
grupos de estudio ﬁreliminar en agosto del 2005 y en agosto del 2006. Como resultado de una serie de
estudios y discusiones, ambas partes, tanto los mexicanos como los japoneses acordaron en la
implementacion del Proyecto sobre la Red de Monitoreo de la Calidad del Agua Costera (el Proyecto), en el
Registro de Discusiones firmado el 17 de noviembre del 2006. Como han pasado afio y medio desde el
conﬁenzo del Proyecto, el Equipo de Evaluacion Intermedia organizada por la JICA y encabezado por el Sr
Hidenori Kumagai, visita México del 2 al 19 de julio del 2008, con el propésito de realizar una evaluacion

mtermedia conjunta.

Los objetivos de la Evaluacién Intermedia son los siguientes;
1) Verificar los alcances y los procesos de implementacién del Proyecto.
2) Analizar el progreso y los alcances basados en la Matriz de Disefio del Proyecto (PDM) y en los cinco
~ criterios de evaluacién: Relevancia, Efectividad, Eficiencia, Impacto y Sustentabilidad y para preparar
el Informe de Evaluacién Conjunta.
3)- Discutir las limitantes actuales del proyecto y proporcionar recomendaciones para el Proyecto.

4) Retroalimentar los resultados de la evaluacién al Proyecto.

Los miembros de la Misién Japonesa de Evaluacién son los siguientes:

Nombre Mision Cargo

1 | Sr. Hidenori Kumagai Lider Director de Division, Gestion Ambiental,
Divisiéon 1I, Departamento del Medio
Ambiente Global, JICA

2 | Sr. Hiromi Chihara Gestion Ambiental Consejero Sénior Visitante,
JICA
3 | Sr. Masanobu Evaluacién y | Personal, Gestion Ambiental, Divisién 11,
Kashimura planeacion Grupo II (Gestién Ambiental), Departamento
del Medio Ainbiente Global , JICA
4 | Srita. Erika Tanaka Evaluacién y Analisis Investigador, Departamento de Desarrollo

Social, Global Link Management

Los miembros del Equipo Mexicano de Evaluacion son los siguientes:

Nombre Cargo

1 Guillermo Gutiérrez | Jefe de Proyecto de Cooperacién Internacional,

®)
-




C/QJ

Goémez CONAGUA
2 Irma Gonzalez Lopez Subgerente de Programas Sectoriales, CONAGUA
3 Patricio Maya Vilchis Jefe de Proyectos de Calidad del Agua , Organismo
de Cuenca Balsas -

1.2 Metodologia de Evaluacién

El Equipo Japonés de Evaluacién realiz6 encuestas en los sitios del Proyecto a través de
cuestionarios y entrevistas al personal de contraparte, a las instituciones relacionadas con el Proyecto y a
los expertos japoneses involucrados, para evaluar el Proyecto.

La parte mexicana y la parte japonesa analizaron y revisaron conjuntamente el Proyecto, con base
en el concepto del Manejo por Ciclo del Proyecto (PCM). La evaluacién estd basada en la PDM Versién 1
{(Anexo 1), la cual fue revisada en enero del 2007. Las dos partes conjuntamente analizaron los logros del
Proyecto, evaluaron el Proyecto basado en los Cinco Criterios de Evaluacion, y finalmente, presentaron una
serie de recomendaciones.

Se revisaron todas las actividades y alcances, y se evalu el Proyecto basado en los siguientes

cirico aspectos.

(1) Relevancia La relevancia del Proyecto es revisada por la validez del propésito del
Proyecto y el objetivo global en conexi6n con las politicas de desarrollo
gubernamental y las necesidades de México.

(2) Grado de El grado de alcance es evaluado por los logros establecidos por el
alcance ' Proyecto y el Propdsito del Proyecto, esclareciendo la relacién entre el
Propsito del Proyecto y los Resultados.

(3) Eficiencia La eficiencia de la implementacién del Proyecto es analizado con
énfasis en la relacion entre los Resultados y las inversiones en términos
de tiempo, calidad y caritidad.

(4) Impacto El impacto del Proyecto es evaluado en términos de positivo/negativo,
y de la influencia de intencién/no intencién causado por el Proyecto.

(5)Sustentabilidad La sustentabilidad del Proyecto es evaluada en términos de los aspectos
politicos, financieros y técnicos por la revisidn de la extensién a los

cuales los logros del Proyecto serdn sustentados después de que el

Proyecto sea completado.

2. Evaluacién
2.1 PDM para la evaluacién

La evaluacion se realizé con base en la PDM Version 1. Ver Anexo 1.

2.2 Inversién

Ambas partes, la mexicana y la japonesa, implementaron inversiones con base en la PDM vy el
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Plan de Operaciones (PO). Los detalles de la Inversidn se muestran en los Anexos 2-1 a 2-5.

2.3 Proceso de Impleméntacic’m

El Proyecto se esta implementando en general sin incidentes.

El plan del Proyecto fue claro y esto ha ayudado a una implementacién sin incidentes del
Proyecto. El Plan de Operaciones y el calendario de actividades fueron realizados de una manera clara entre
los expertos japoneses y el personal mexicano de contraparte. Al inicio del Proyecto, un comité técnico se
llevé a cabo, donde se present6 una orientacion del Proyecto, y se discutié a detalle cada actividad entre las
personas relacionadas con el Proyecto. En algunas ocasiones, las actividades planeadas tuvieron que ser
cambiadas pero este hecho no afectd el progreso en general del Proyecto, gracias a la coordinacion entre
todas las instancias pertinentes.

La comunicacion entre los expertos japoneses y el personal mexicano de contraparte ha sido
buena. A pesar de las dificultades del idioma, ambas partes se entendieron completamente bien porque
trataron de entenderse uno a otro y tienen como fundamento comtin su especializacién técnica.

La comunicacién con otras instituciones pertinentes es relativamente buena. Aparte de la
CONAGUA, la Comision Federal para la Proteccion contra Riesgos Sanitarios (COFEPRIS), una
institucién sectorizada a la Secretaria de Salud, es también responsable del monitoreo de agua costera
como parte del “Programa Playas Limpias”. Por lo tanto,- el Proyecto trata de tener una buena
comunicacion con estas instituciones. En la capacitacion a través de videoconferencias, personal de la
COFEPRIS a nivel estatal, asi como las instituciones del medio ambiente a nivel estatal, como las
organizaciones no gubernamentales y algunos laboratorios privados de Tamaulipas participaron y desde
entonces la comunicacién con estas instituciones ha mejorado. El Proyecto no ha tenido mucha
comunicacién con la Secretaria del Medio Ambiente y Recursos Naturales (SEMARNAT) hasta el
momento, pero considera tener mejor comunicacion a traves de la entrega de los Informes del Avances del
Proyecto y los datos del monitoreo. .

El lado Mexicano tiene un alto nivel de iniciativa propia. La contraparte esta altamente motivada.

La CONAGUA ha provisto del presupuesto necesario para la implementacién del Proyecto para el
Laboratorio Nacional de Referencia y el del Organismo de Cuenca Golfo Norte. Estas actividades del
Proyecto son consistentes completamente con su trabajo de laboratorio y ya es parte del trabajo rutinario,
por lo tanto, el personal de contraparte puede participar en las actividades del Proyecto a pesar de que se
encuentra muy ocupado con sus deberes y es capaz de continuar con el método transferido en su trabajo
diario aunque los expertos japoneses no hayan sido enviados al lugar del Proyecto.

Una preocupacion es la falla eléctrica que se presenta de vez en cuando en el Laboratorio
Nacional de Referencia de ]Ja CONAGUA. Esto en algunas ocasiones interrumpe el trabajo analitico. El
lado mexicano reconoce la importancia de este problema y considera tomar contramedidas necesarias en
contra de estas fallas eléctricas.

Tanto la parte mexicana como la parte japonesa refieren a la PDM frecuentemente, revisando el
progreso del Proyecto con base en la PDM. Al inicio del Proyecto, la PDM fue presentada frente a los
actores para fomentar un entendimiento comun. Durante la Mision de Evaluacién Intermedia, la PDM fue
revisada. A pesar de que no hay muchas necesidades para cambiar la PDM, se han realizado modificaciones
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menores, principalmente en cuanto a la expresion. (ver Anexo 2 Minutas de Entendimiento ).

En la CONAGUA, otro proyecto técnico de cooperacion de la JICA empezo en este mayo. Es el
Proyecto de Mejoramiento de la Capacidad para Establecer Normas Mexicanas sobre los Criterios de la
Calidad del Agua. Este Proyecto del monitoreo del agua costera y el otro proyecto de las Normas
Mexicanas son altamente interrelacionados y se complementan uno al otro. La implementacién de los dos
Proyectos en paralelo ha sido muy benéfica para la contraparte de los dos proyectos, porque pueden
aprender cosas relacionadas al mismo tiempo. Una gran parte del personal del Laboratorio Nacional de
Referencia de la CONAGUA es contraparte en ambos proyectos y es verdad que la implementacién de los
dos proyectos da més carga de trabajo para ellos. Para evitar el exceso o duplicacién del trabajo, ambos
proyectos estan en comunicacién muy estrecha y coordinan cuidadosamente el calendario de actividades de

los proyectos.
No ha habido mucha influencia de los supuestos importantes hasta ahora.

2.4 Alcances
2.4.1 Resultado de las Actividades

Las actividades fueron implementadas basadas en la PDM. Para detalles ver el Anexo 3.

2.4.2 Logros de los Resultados.
Resultado 1: Las capacidades de monitoreo en la calidad del agua costera en el Organismo de Cuenca
Golfo Norte se refuerza.

Las capacidades del monitoreo de la calidad del agua costera son gradiialmente mejoradas en el
Organismo de Cuenca Golfo Norte. El plan de monitoreo y el borrador de los SOPs han sido preparados y
ya son utilizados en los andlisis. Las habilidades analiticas estdn siendo mejoradas. Para establecer
completamente las técnicas de monitoreo basados en los SOPs, las capacitaciones tienen que continuar de
acuerdo con lo planeado en el plan del Proyecto.

Para los logros de los Indicadores para el Resultado 1, ver abajo.

1-1 Plan de monitoreo costero preparado - Un plan de monitoreo fue formulado basado

basado en los nuevos lineamientos. en los lineamientos de monitoreo, y el
muestreo ya se llevd a cabo en los nuevos
sitios de monitoreo en el Organismo de
Cuenca Golfo Norte, que fueron propuestos en
el segundo-afio del periodo del Proyecto.

1-2 Un procedimiento operacional estandar para - Los parametros de andlisis y los métodos
muestreo, y 16 procedimientos operacionales analiticos sugeridos por el Proyecto fueron

estandar para los pardmetros basicos en agua incluidos recientemente en el plan de
salina y sedimento. monitoreo para el 2008, el monitoreo de agua

costera fue lanzado de acuerdo a los POEs en
el nmestreo de agua y sedimento salobre y en
analisis de los pardmetros basicos.

1-3 Los resultados en los analisis de los materiales | -  Es estatus actual en la precision de los
son mejorados comparados a los valores resultados de analisis fue confirmado por los
acreditados.. materiales de referencia como los pardmetros

basicos para agua y sedimento salobre durante
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la capacitacion que se llevé a cabo de Octubre
a Noviembre en 2007.

- Pruebas continuas de repeticién mejoraran las
habilidades ahaliticas y mejoraran la precisién
de los resultados analisis.

Resultado 2: Las capacidades del monitoreo de la calidad del agua costera en la Oficina de la Gerencia
de Saneamiento y Calidad del Agua (actualmente la Oficina de la Gerencia de Calidad de Agua) son
Jfortalecidas.

Las capacidades del monitoreo de la calidad del agua costera en la CONAGUA Oficina Central
es gradualmente mejoradas. Una propuesta en el plan de monitoreo en la calidad de agua costero regional
ha sido presentada y los POEs se estan preparando. La precision de los resultados de analisis fue probado y
las pruebas de aptitud técnica siendo planeadas para que se lleven a cabo continuamente.

Los indicadores relacionados a los Resultados 2 han sido alcanzados relativamente bien. Se

detallan a continuacion.

2-1 Plan de monitoreo de calidad de agua costera - Un plan en monitoreo de sitios de monitoreo

regional preparado basado en nuevas guias. : gosterp que seran introducidos en México que
fue presentado durante el segundo aiio del

Proyecto, basado en la guia estaindar de

monitoreo.
2-2 Procedimientos operacionales estandar para7 | - POE’s en contaminantes téxicos fueron
pardmetros dafiinos y para 4 contaminantes planeados para ser desarrollados en el tercer
organicos toxicos en agua salobre y sedimentos. afio del Proyecto. La preparacion ain se
encuentra en proceso.
2-3 Resultados en el andlisis de materiales de | - La situacién actual del analisis de los
referencia estan siendo mejorados en comparacién pardmetros basicos de agua de mar vy
con los valores de acreditacion. sedimento fue confirmada utilizando el

material de referencia durante el
entrenamiento  ofrecido  de octubre a
noviembre de 2007.

- La precisién de los resultados del analisis de
los contaminantes tdxicos sera llevada a cabo
durante el curso de entrenamiento que se
llevara a cabo en noviembre de 2008.

- La continua repeticion de las pruebas mejorara
la habilidad analitica y 111éjoraré la exactitud
en el analisis de los resultados.

Resultado 3: El Sistema de Aseguramiento y de Control de la Calidad (ACC) del monitoreo de la calidad
del agua costera es mejorado.

Las actividades relacionadas a este Resultado fueron planeadas para ser completamente
implementadas en el 2008 en adelante. El trabajo de preparacion ya ha sido iniciado.

Los indicadores relacionados con el Resultados 3 que se han observado hasta el momento son los

siguientes:

L3—l Una prueba de aptitud técnica se lleva a cabo | - Una prueba de aptitud técnica estandar ha sidﬂ
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entre el Laboratorio del Organismo de Cuenca
Golfo Norte y el Laboratorio Nacional de
Referencia, por lo menos una vez al afio.

planeada para ser implementada en el analisis
del agua de mar y sedimento en el tercer afio
del Proyecto. La preparacién estd ain en
proceso.

3-2 Reporte sobre el andlisis de datos sobre el
programa de ACC se expide dos veces al afio.

- Se espera que el reporte del analisis de datos
sea compilado basado en los resultados de las

pruebas de aptitud técnica sobre agua de mar y
sedimento, que serdn llevadas a cabo durante
el tercer afio del Proyecto.

Resultado 4: Las funciones de entrenamiento del Laboratorie Nacioral de Referencia y el Laboratoric
del Organismo de Cuenca Golfo Norte son fortalecidas.

Las actividades relacionadas con este Resultado estan planeadas para ser implementadas en toda
su magnitud durante el 2009; sin embargo, el entrenamiento para el personal de otros Laboratorios
Regionales ya ha sido llevado a cabo en el 2007 como una prueba para transferir la técnica. El Proyecto
considera importante la transferencia de la técnica a otros Laboratorios Regionales para tener la técnica
firmemente asegurada en la CONAGUA, aiin cuando exista cambios del personal entrenado. Los miembros
del personal de contraparte en el Laboratorio Nacional de Referencia y el Laboratorio del Otrganismo de
Cuenca Golfe Norte jugaron un papel exitoso como instructores.

Los indicadores relacionados al Resultado 4 observados hasta el momento son los siguientes:

Las actividades relacionadas a este Resultado
seran supuestanente implementadas durante el

4-1 Al menos tres (3) cursos de entrenamientos | -
(tales como muestreo, parametros basicos y
toxicos) seran llevados a cabo basados en el cuarto aio del Proyecto. Sin embargo, el curso
programa de entrenamiento anual. de entrenamiento para los laboratorios
regionales fue llevado a cabo como una prueba
durante octubre a noviembre de 2007, sobre
pardmetros basicos de agua marina y
sedimento.

2.4.3 Alcance del Propésito del Proyecto
Propdsito del Proyecto: Las funciones de referencia de la CONAGUA en cuanto al monitoreo de la
calidad del agua costera han sido reforzadas.

El borrador de los lineamientos de muestreo y algunos SOPs han sido preparados vy distribuidos,
Los miembros del personal de contraparte y el personal de otros Laboratorios Regionales estan
revisandolos actualmente para su retroalimentacion y, posteriormente, completar las versiones finales.
‘ El logro de los Indicadores Verificables para el Propésito del Proyecto que se han observado

hasta el momento son los siguientes:
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- Métodos de muestreo para agua marina y sedimento han
sido desarrollados.

- Borradores de POE's para guias de muestreo y
parametros basicos (17) han sido desarrollados.

- POE para pardmetros toxicos (11) estdn siendo

1. Tres (3) tipos de procedimientos
operacionales estandar (como
muestreo, parametros basicos (16) y
toxicos (11) para el analisis de agua
salobre y sedimento autorizados por el

Director General de CONAGUA). actualmente preparados, pero atm no han sido
desarrollados en su totalidad, se concluiran durante el

tercer afio del Proyecto.

- No hay un procedimiento para la autorizacién del
Director General de CONAGUA vy la expresion de este
Indicador debe ser modificado en la revisiéon del MDP

IeVisor.
2. Los procedimientos operacionales | - Las actividades relacionadas a este indicador son
estandar autorizados son introducidos en implementadas sin contratiempos y, por lo tanto, se espera
los 11 laboratorios regionales. que los POE’s sean introducidos en los 11 Laboratorios

Regionales para el término del periodo del Proyecto.

- El borrador del POE del inétodo de muestreo de agua
salobre y sedimento fue distribuido al Laboratorio del
Organismo de Cuenca Golfo Norte.

- Las ‘gnias para el muestreo y los POE’s sobre los
pardmetros basicos fueron distribuidos y utilizados
durante el entrenamiento sobre muestreo y analisis de
pardmetros basicos realizada desde octubre a noviembre
dirigida al personal de los laboratorios locales en toda la
nacién. Se espera que los participantes al entrenamiento
lleven los POE’s a sus propios laboratorios y se
familiaricen con los métodos analiticos adquiridos
durante el entrenamiento. Las sugerencias que surjan a
través del analisis serdn reportadas al Laboratorio
Nacional de Referencia a través del Laboratorio del
Organismo de Cuenca Golfo Norte y el Laboratorio
Nacional de Referencia las revisard e incorporara los
comentarios a la versién final del borrador del POE.

- Los POE’s sobre analisis de parametros basicos (17)
fueron distribuidos al Laboratorio del Organismo de
Cuenca Golfo Norte. :

- Los POE’s arriba mencionados fueron distribuidos a 8§
Laboratorios de los Organismos de Cuenca (excepto al
Organismo de Cuenca Golfo Norte y al Organismo de
Cuenca Peninsula de Yucatan); asi como a 4 Laboratorios
de Direcciones Locales y el Laboratorio Nacional de
Referencia durante el curso de entrenamiento.

2.5 Evaluacién por los Cinco Criterios
2.5.1 Relevancia »

La relevancia es alta en términos de la politica mexicana y de las necesidades del manejo de los
recursos y de politica japonesa de Asistencia Oficial para el Desarrollo (AOD) para México.

La mejora de la calidad del agua es un asunto prioritario para la politica mexicana del manejo del
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agua. El “Programa Nacional Hidrico” apunta, como uno de los puntos prioritarios, a la consolidacién de la
calidad del agua a través de un manejo integral de recursos hidricos (Estrategia 2 del Objetivo 3
“promocién del manejo integrado y sostenido de los recursos hidricos en cuencas y acuiferos”). El
Proposito del Proyecto y la Meta Global del Proyecto, la cual esta relacionada con la calidad del agua, son
consistentes con la politica del manejo del agua.

Las necesidades para la mejora de la calidad del agua costera son particularmente importantes. En
México, las técnicas para el monitoreo de agua dulce estdn muy bien establecidas. Por otro lado, la técnica
de momitoreo del agna costera y el criterio para monitoreo aun 1o han sido bien establecidas. Como
resultado, datos sistematicos y cronoiégicos sobre el agua costera no han estado disponibles a pesar de que
los datos exactos son cruciales en la formulacion de politicas y toma de decisiones. La importancia de la
mejora de la calidad del agua costera ha incrementado, especialmente, desde el punto de vista del desarrollo
del turismo, uno de los sectores clave en la economia mexicana. El actual “Programa Playas Limpias” estd
bajo la operacién, junto con la COFEPRIS, la CONAGUA y ofras instituciones relacionadas. Para
implementar completamente el “Programa Playas Limpias” y para tener playas certificadas a nivel
internacional, es esencial tener datos precisos, completos y confiables sobre el agua costera. Dados estos
antecedentes, el Proyecto esté enfocado en el monitoreo del agua costeras es altamente relevante.

El Proyecto es también relevante en la politica japonesa de AOD. En la politica japonesa de AOD
hacia México existen tres 4reas prioritarias que han sido identificadas. Estas son: mejoramiento de la
seguridad humana y reduccién: de la pobreza, desarrollo industrial y local y cooperacién en cuestiones
ambientales y suministro de'agua y salubridad. El Proyecto esta enfocado a la calidad del agua consistente
en una de estas tres 4reas prioritarias. Adicionalmente, Jap6n tiene una cantidad considerable de técnicas y
experiencias en el drea de prevencion y control de la contaminacién, incluyendo la calidad del agua. Se

puede decir que el Proyecto puede incorporar de manera adecuada las ventajas técnicas japonesas.

2.5.2 Grado de Alcance
Es alto al grado de alcance. Las funciones de referencia de la CONAGUA estin siendo
fortalecidas firmemente.

Los resuitados estan siendo obtenidos como se ha planeado y, si el Proyecto continua realizando
un progreso lento, se espera que el Propdsito del Proyecto se logre. Los Indicadores Verificables para los
Resultados 1 y 2 estan siendo obtenidos de manera firme. Sin embargo, gran parte de las actividades
relacionadas con los Resultados 3 y 4 estan, basicamente, planeadas para ser implementadas en el 2008 y
2009; algunas de estas actividades ya ’han sido implementadas y como resultados de las actividades
correspondientes a los Resultados 1 y 2, las personas de contraparte mexicana estan completamente
preparadas para implementar las actividades de los Resultados 3 y 4. Existe una buena posibilidad de que
los Resultados 3 y 4 sean logrados para el final del periodo del Proyecto. Los Indicadores del Propdsito del
Proyecto también han sido parcialmente alcanzados en este momento y, se espera que sean conseguidos
para el término del Proyecto.

Es importante conseguir los cuatro Resultados del Propdsito del Proyecto ya que éstos estan
relacionados logicamente. A través de los Resultados 1 y 2 se espera fortalecer las capacidades del

Organismo de Cuenca de Golfo Norte y de la Gerencia de Calidad del Agua. El Resultado 3 es para mejorar
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el sistema de AC/CC, el cual es indispensable para establecer una red de monitoreo a nivel nacional. Para
consolidar el beneficio de los otros Resultados y para diseminar los beneficios del Proyecto, la capacidad
de entrenamiento de la CONAGUA es fortalecida (Resultado 4). Se espera que el Propésito del Proyecto
deba ser consolidado como resultado de los cuatro Resultados. A través de la mmplementacién de las
actividades del Proyecto que se han implementado hasta el momento, es claro que el personal del
Laboratorio Nacional de Referencia y el Laboratorio del Organismo de Cuenca Golfo Norte ha sido bien
entrenado. Se espera que ellos jueguen un papel crucial para conseguir el Propésito del Proyecto.

Diversos factores de promocion para el éxito pueden ser seflalados. La técnica introducida por el
Proyecto es nueva para la CONAGUA vy el interés para todos los involucrados es muy alto. Por lo tanto, el
personal mexicano de contraparte tiene un alto compromiso y responsabilidad en el Proyecto. Su nivel de
especializacion es también alto. La parte japonesa ha brindado todos los recursos necesarios para
umplementar el Proyecto. Los expertos tienen la tecnologia adecuada, la experiencia y el entusiasmo hacia
el Proyecto. La CONAGUA ya ha incorporado las habilidades analiticas introducidas por el Proyecto en su
plan anual y esto los ha ayudado significativamente a consolidar y diseminar la técnica a nivel nacional.

Algunos retos también han sido observados. Existe preocupacién acerca del presupuesto y
asignacién del personal en la CONAGUA. A pesar de que la CONAGUA ha asignado un amplio
presupuesto este afio, existe dificultad en la disponibilidad en su tiempo debido a cuestiones de
procedimiento. Algunos de los miembros del personal actual que ha sido entrenado por el Proyecto tiene
planeado retirarse en pocos aios y el prospecto del reemplazo de estas personas no es muy claro en este
momento. La CONAGUA ya esta tomando medidas para el sostenimiento y predominio de la trasferencia
de la tecnologia, intentando asegurar el reemplazo del personal, diseminando la tecnologia a otros
Laboratorios de los Organismos de Cuenca y colaborando con otras instituciones relacionadas. Algunos
Laboratorios de los Organismos de Cuenca no tienen el equipo y los consumibles necesarios para realizar
los analisis por el método introducido por el Proyecto.

Para alcanzar los Resultados y el Proposito del Proyecto, es importante continuar con las
actividades y, mas adelante, mejorar los niveles técnicos.

2.5.3 Eficiencia
“En general la eficiencia es alta. Tanto el lado japonés como el lado mexicano han
proporcionédo aportaciones adecuadas al Proyecto.

Todos los expertos japoneses tienen experiencia y un gran compromiso. Los expertos son
enviados Unicamente por tiempo corto y hay algunos periodos en que ninglin experto japonés esta presente
en la CONAGUA. Durante la ausencia de los expertos japoneses, el personal de contraparte [leva a cabo
sus deberes, utilizando las habilidades transferidas por los expertos japoneses. Esto es posible debido a
que las habilidades transferidas y actividades del Proyecto estan completamente incorporadas al trabajo
rutinario en la CONAGUA. La eficiencia pudiese aumentar si los expertos japoneses y el personal
mexicano de contraparte tuvieran mas comunicacion por medio de correo electrénico y teléfono durante la
ausencia de los expertos en México.

La capacitacion llevada a cabo en Japon fue implementada eficazmente. A través de esta
capacitacion en Japon, se transfirieron habilidades y técnicas necesarias para el analisis y el monitoreo al

personal de contraparte y ya se estan aplicando estos conocimientos al trabajo de rutina en la CONAGUA.
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Uno de los beneficios de la capacitacién en Japén era mostrar el flujo global del sistema de monitoreo que
se aplica en Japon. el cual incluye la relacién entre la oficina central y los laboratorios regionales. El
personal de contraparte que participé en esta capacitacion en Japon difinde su experiencia hacia otros
colegas, al CCC a través de conferencias y por medio del trabajo rutinario en la CONAGUA.

El equipo proporcionado se utiliza bien y ha contribuido para producir rendimientos. Todo el
equipo proporcionado es adecuado para la transferencia técnica y se utiliza para el trabajo de rutina en la
CONAGUA. El mantenimiento del equipo es bueno y como el equipo ya estd incluido en la lista del
mventario de la CONAGUA, ha sido incorporado en el sistema de mantenimiento anual. En el
Laboratorio del Organismo de Cuenca Golfo Norte, una tarjeta del espectrofotémetro proporcionado por el
Proyecto tuvo un funcionamiento defectuoso. Actualmente estd siendo reparado, y debido a que se
encuentra dentro del periodo de garantfa, serd entregado en poco tiempo. El suministro de los equipos y
su reparacién toma tiempo, principalmente debido al procedimiento de los proveedores en México.
Dentro del equipo suministrado, una columna de reduccién de cadmio no fue entregada antes del inicio de
la capacitacién y la capacitacién tuvo que ser reprogramada de nuevo. Varias piezas de cristaleria
requeridas para la transferencia técnica de analisis no se encuentran disponibles en México. Para este
Proyecto, se utilizan instrumentos equivalentes y no ha habido mucha diferencia en el analisis por este
problema, hasta ahora.

El lado mexicano ha asignado suficiente personal - con experiencia adecuada. Durante el
transcurso del tiempo, se discutié que la cantidad de miembros de contraparte aumentarfa, al considerar la
expansion de las actividades del Proyecto a los laboratorios de otros Organismos de Cuenca. Como
resultado, algunos miembros del personal de los nueve Laboratorios de Organismos de Cuenca han sido
incluidos en el Proyectd como colaboradores. '

El lado mexicano también ha proporcionado equipo y presupuesto necesarios para las actividades
del Proyecto y esto ha facilitado para que el proyecto tenga una implementacién sin problemas. El equipo
para la induccién de plasma, comprado por la CONAGUA, es especialmente indispensable para el
entrenamientd técnico. En cuanto a este punto, cabe sefialar el tiempo necesario para que el presupuesto
aprobado sea asignado; esto es debido al complicado procedimiento aplicado a las instituciones
gubernamentales mexicanas. Esto afecta el avance del Proyecto, por ejemplo, los reactivos no fueron
entregados oportunamente para la capacitaciéon. El apoyo al costo local de parte de los japoneses
soluciono efectivamente este problema y los reactivos e insumos fueron proporcionados a tiempo para el
Proyecto.

Las reuniones del Comité Conjunto de Coordinacién se llevaron a cabo cuando fue necesario.
El CCC sirve como oportunidad para confinmar el avance del Proyecto y discutir los problemas importantes
entre los miembros pertinentes. No todos los miembros del personal de contraparte participaron en el
CCC, pero los resultados del CCC se reportan a todos los miembros del personal de contraparte y la
informacion es adecuadamente compartida entre los involucrados.

Existe un beneficio combinado debido a la asistencia de otros proyectos de la JICA. El
Proyecto de Mejoramiento de la Capacidad para Establecer Normas Mexicanas sobre los Criterios de la
Calidad de Agua se inici6 en mayo del 2008 y algunas personas de contraparte estdn comprometidas en

ambos proyectos. Esto intensificara el nivel de conocimiento y habilidades del personal de contraparte.
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La JICA y la CONAGUA llevaron a cabo un Estudio para el Desarrollo, el Estudio para el Desarrollo del
Programa Nacional de Monitoreo de la Calidad del Agua en Zonas Costeras, en el Organismo de Cuenca
Golfo Norte de 1999 al 2000.  Algunas personas de contraparte también participaron en este Estudio para
el Desarrollo y estan utilizando las habilidades de monitoreo adquiridas durante el Estudio para el
Desarrollo, como por ejemplo, la técnica analitica de cromatégrafo de gases. También es de beneficio
para este Proyecto que la CONAGUA ya esté acostumbrado al procedimiento de un proyecto de la JICA

por sus experiencias anteriores.

2.5.4 Tmpacto

Se espera que el Objetivo Global sea alcanzado si el Proyecto contintia avanzando como hasta
ahora. A estas alturas, el impacto es bastante alto. '

A mediados del periodo del Proyecto, el Proyecto ha estado estableciendo gradual y exitosaniente
un sistema de monitoreo de aguas costeras. Se espera que la capacidad de monitoreo y control de la
calidad del agua costera se fortalezca en la CONAGUA. Se espera que los indicadores del Objetivo
Global se logren si continila el avance actual del Proyecto. El sistema de control de calidad y de
aseguramiento de calidad que actualmente estd siendo establecido serd introducido en todos los
Laboratorios de los Organismos de Cuenca en México (Indicador 1). Los resultados del monitoreo de las
zonas costeras estan siendo recolectados adecuadamente debido a las habilidades analiticas mejoradas y
seran recopiladas en estadisticas que estardn disponibles al piiblico en un futuro cercano (Indicador 2).
Debido a que el plan de monitoreo estd siendo preparado y los datos de monitoreo estan siendo
consolidados a través del Proyecto, es probable que las zonas prioritarias de control sean identificadas con
base en los resultados del monitoreo (Indicador 4).  El logro del Indicador 3, el establecimiento de NMXX

(Normas Mexicanas, estandares no obligatorios), depende en cierta medida de las Suposiciones Importantes.

~ El procedimiento para conseguir que la NMX sea establecida oficialmente toma un tiempo considerable y

se sale del marco del Proyecto. Sin embargo, se espera que el Proyecto pueda formular adecuadamente el
borrador de NMX que serd aprobado por los comités y organizaciones involucradas en la evaluacion de
NMX.

La técnica y el sistema de monitoreo introducido por el Proyecto estdn extendiéndose a otros
Laboratorios de Organismos de Cuenca a través de capacitaciones; es probable que el beneficio del
Proyecto contribuya a largo plazo al mejoramiento de la calidad de agua en las zonas costeras.
Actualmente la técnica introducida por el Proyecto es examinada en laboratorios de Organismos de Cuenca
durante el trabajo rutinario, y, después de la retroalimentacion generada en estos Laboratorios de
Organismos de Cuenca, la técnica serd mejorada y establecida a nivel nacional. Debido a que el
monitoreo del agua costera no se realizaba en forma suficiente en México anteriormente, el impacto de este
Proyecto hacia el mejoramiento de la calidad del agua en las zonas costeras sera significante.

Se puede sefialar algunos retos que se deben superar para lograr los impactos esperados.
Primero, es necesario involucrar a otros Laboratorios de Organismos de Cuenca para diseminar las técnicas
y el sistema de monitoreo. Para esto, asegurar el presupuestobpara organizar la capacitacién de los
Laboratorios de Organismos de Cuenca serd un factor de promocién importante. También es importante

que todos los Laboratorios de Organismos de Cuenca tengan el mismo nivel en cuanto a equipo y
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materiales para poder llevar a cabo un monitoreo estandarizado del agua de las zonas costeras. En este
momento, existen diferencias en los equipos, entre los diferentes Laboratorios de Organismos de Cuenca y
esto dificulta el poder llevar a cabo el mismo trabajo analitico.  Asimismo, para poder producir un impacto
es importante la colaboracién y el que se involucren las instituciones relacionadas con el Proyecto, ademés
de la CONAGUA. Debido a que el COFEPRIS y otras instituciones también son responsables del
monitoreo de las aguas costeras, el intercambio de informacién técnica reforzara el impacto.

Ha habido impactos inesperados a través del Proyecto. A pesar de que el Proyecto esté enfocado a
las aguas costeras, algunos métodos desarrollados por el Proyecto también pueden ser adoptados para el
monitoreo de aguas dulces. Por ejemplo, la técnica analitica para clorofila-o puede ser éplicada al andlisis
de aguas dulces. A través del Proyecto, la comunicacion entre CONAGUA se ha fortalecido, y la
colaboracién con otras mstituciones relacionadas como COFEPRIS ha mejorado.

No se ha encontrado ningtin impacto negativo hasta ahora.

2.5.5 Sustentabilidad

La sustentabilidad es generalmente alta en aspectos politicos, técnicos y financieros.

Se mantendra la politica mexicana para darle importancia a la calidad del agua costera. La calidad
es un punto critico en el manejo de recursos hidricos y el mejoramiento del sistema de monitoreo del agua
costera es mas requerido que él del agua dulce.

La sustentabilidad técnica es alta. El personal de-contraparte en el Organisxﬁo de Cuenca Golfo

Norte y la Oficina de la Gerencia de Calidad del Agua ya han adquirido habilidades en el monitoreo de la
calidad del agua costera para realizar su trabajo de rutina de analisis y monitoreo. También cuentan con la
capacidad para entrenar al personal de otros Laboratorios de Organismos de Cuenca. Los resultados de
las actividades del Proyecto estan siendo recopilados gradualmente y los SOPs estan siendo completados en
el plan de monitoreo, y una vez finalizados estos documentos, se espera que las capacidades establecidas en
el Proyecto de monitoreo de aguas costeras se mantengan en la CONAGUA. La CONAGUA ya ha
incorporado procedimientos analiticos introducidos por el Proyecto en su plan de operacion anual, lo que
significa que tanto el conocimiento adquirido como las habilidades podran ser utilizados en el trabajo de
rutina. Esto contribuird para que el procedimiento sea establecido como un sistema y reforzara la
sustentabilidad técnmica. Para poder asegurar una sustentabilidad técnica en la CONAGUA, la
estandarizacion técnica entre los Laboratorios Regionales y la consolidacién de la red de monitoreo seran
factores importantes.

En el aspecto financiero, incluyendo el presupuesto del personal, la sustentabilidad es crucial.
Debido a que se espera que algunos de los miembros del personal de contraparte que fueron capacitados se
jubilen en unos cuantos afios, ]a CONAGUA estd tratando de mantener el nivel actual de asignacién del
personal con el mas alto nivel y esta considerando estrategias hacia una sustentabilidad de las habilidades
transferidas en CONAGUA. EI desarrollo de SOPs y manuales bien elaborz;dos, asi como la difusion de
conocimientos y habilidades dentro de la CONAGUA, mcluyendo los Laboratorios de Organismos de
Cuenca, pueden ser los factores contribuyentes. Con respecto al presupuesto, el procedimiento de la
asignacion es un tema importante, asi como la cantidad actual del presupuesto. A pesar de que la asignacién

del presupuesto es suficiente, algunas veces no es desembolsado oportunamente para llevar a cabo el
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trabajo rutinario. Debido a que el presupuesto y el personal estdn limitados, una eficiente asignacién y
utilizacion de recursos puede ayudar a asegurar la sustentabilidad.

Para reforzar la sustentabilidad, la colaboracion con otras instituciones relacionadas con el
Proyecto podria ser un factor promotor a largo plazo. Al difundir las técnicas hacia las instituciones y al
utilizar la misma técnica e informacién, quedara bien establecido el sistema y la técnica de monitoreo para
la calidad del agua en zonas costeras, de una manera sustentable. Es posible que en el futuro, la

colaboracion entre las instituciones ayude a asegurar el presupuesto.

2.6 Concl_usién

El Proyecto ha llevado a cabo un avance continuo y progresivo hasta ahora. Si el avance
continia de igual manera, se espera llegar a alcanzar el Proposito del Proyecto al final del periodo del
Proyecto. Por coﬁsiguiente, no hay necesidad para cambiar la direccién del Proyecto. Se requeriré realizar

esfuerzos por hacer una transferencia técnica sustentable en la CONAGUA para lo que resta del periodo.

3. Recomendaciones y Lecciones Aprendidas

3.1 Recomendaciones

Un asunto critico es cémo consolidar y sostener las técnicas transferidas. Este punto es
especialmente importante cuando se espera que se retiren algunos miembros del personal de contraparte en
unos aflos. Es necesario establecer un sistema que permita que se sostengan los conocimientos y las
técnicas en la CONAGUA, aunque alguna persona en particular tenga que dejar la oficina. Es
recomendable que el Proyecto desarrolle SOPs, manuales y otros documentos que sean claros y faciles de
entender. También es deseable que el Proyecto se enfoque mas en la funcién de capacitacion de la
Gerencia de Calidad del Agua y del Or'ganismo de Cuenca Golfo Norte en el periodo restante del Proyecto.
Por medio del mejoramiento de la capacidad de entrenamiento, se espera que la capacidad de los
laboratorios_de otros organismos de cuenca sea mejorada en un futuro cercano, y se complemente el retiro

de los miembros del personal de contraparte bajo capacitacion en este momento.

Para establecer una red de monitoreo a nivel nacional, es importante diseminar las técnicas en
otros Laboratorios de los Organismos de Cuenca. Es recomendable que el Proyecto piense en invitar al
personal de la Red Nacional de Laboratorios de la CONAGUA para su entrenamiento.  Esto es importante

también desde el punto de vista de la sustentabilidad técnica arriba mencionada.

Para llevar a cabo el Proyecto més eficientemente, es recomendable reforzar las relaciones con
las instituciones involucradas. Comio estas instancias son también responsables del monitoreo de la
calidad del agua costera, como el caso de [a COFFEPRIS, se puede lograr una mayor eficiencia al tener una
buena comunicacién con estas dependencias. También es deseable estrechar las relaciones con la
SEMARNAT. Para establec§1' mejores relaciones con estas instituciones, es recomendable que el Proyecto
tenga mas intercambio de informacién, incluyendo los datos de monitoreo, con otras instituciones
involucradas. Invitar a estas instituciones a algunas reuniones y otros eventos organizados por el Proyecto

podna ser otra sugerencia. e

o ,/"”(
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3.3 Lecciones Aprendidas
3.2 Lessons Learned

Un factor promotor de una buena implementacién del Proyecto es que el Proyecto sea muy
requerido y consistente con los trabajos de rutina de la organizacién de contraparte, que es la CONAGUA.
Ya que las actividades del Proyecto estan completamente incorporadas en los trabajos diarios, el personal
de contraparte estd altamente motivado y realiza sus actividades del Proyecto de manera muy consistente
con sus deberes diarios. En-el Proyecto, las habilidades y las técnicas ya estdn incorporadas en el plan
anual de trabajo de la CONAGUA. Este hecho ayudard a diseminar las técnicas introducidas por el

Proyecto a otras areas del pais de contraparte y para obtener el beneficio de m Proyecto sustentable.
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ANNEX 2-2: Dispatch of Japanese Expert

No. Field Name Assignment Period (days) MM
2007.1.15—2007.3.10 (55) 1.83
2007.5.7—2007.6.20 (45) 1.50
2007.8.20—2007.11.2 (75) 2.50
2008.1.28—2008.3.2 (37) 1.23
Leader/Quality A 2008.5.12—2008.7.30 (80) 2.67
eader/Quality Assurance A T _
1. Quality Control/ Training ISHIKAWA Kunio 2008.10.20—2008.12.18 (60) 2.00
2009.1.12—2009.3.7 (35) 1.83
Working inJapan
2006.12.25—2006.12.28 (4) 0.13
2007.1.4—2007.1.14 (1 1) 0.37
Saline Water Sampline/ 2007.2.22—2007.3.23 (30) 1.00
g, [Daune WaterSampimg/ iy, pApA Youichi 2007.5.7—2007.7.20 (75) 2.50
Basic Parameters Analysis - = : e T -
2007.9.3—2007.12.20 (102) 3.40
2007.2.22—2007.3.23 (30) 1.00
o 2007.8.9-2007.8.31 (23) 077
Monitoring planning/ | prgp (0 2007.11.21—2007.12.20 (30) 1.00
3. |Interpretation of Monitoring . - - o
Data Takayoshi 2008.5.12—2008.6.19 (39) 1.30
2008.10.20—2008.11.18 (30) 1.00
2009.1.19—2009.2.23 (36) 1.20
‘gani . 2008.5.12—2008.7.25 3
" Inoxgan.lc Substance ONUMA Takashi 003.5.1 008.7.25 (75) 2 ?0
Analysis 2008.10.20—2008.12.3 (45) 1.50
. . | WATANABE 2008.5.12—2008.7.10 (60) 2.00
5. | Organic Substance Analysis . - L e -
Yoshinobu 2008.10.20—2008.12.18 (60) 2.00
2007.1.15—2007.2.13 (3 .
6. |Coordinator KIYOTA Daisaku 20071 15—2007:2.13 (30) 100
2009.2.6—2009.3.7 (30) 1.00
7. |Coordinator KATO Naonu 2008.1.28—2008.2.26 (30) 1.00
Water environment KOJIIMA . \
8 management/Coordinator | Hiroyuki* 2006.3.92008.3.9

(,@

*Engaged in preparation of the Project before the start of the Project from Maxrch 2006 to December 2006. From
January 2007 to May 2007, he works as a Japanese expert at Basin Organization of Northern Gulf. Transferred
from the Basin Organization of Northern Gulf to Manager’'s Office of Sanitation and Water Quality in May 2007,
where he serves as a coordinator of strategic program to improve the capacity of water contamination prevention.



Annex 2-3: Counterpart Training
: Title/Organization . .. .
No. Name .- .. Title of Training Course | Training Period
at the tume of training =
. . Project Chief of the National
Ms. Maria Margarita !
1. Laboratory Network,

Dafne Lobato Calleros

CONAGUA

Capacity development of

- |Ms. Valia Maritza Chief of National Reference Coastal Water Quality Nov. 4, 2007
~" | Goytia Leal Laboratory, CONAGUA oasta WARE NN Nov., 22,2007
- - Monitoring ’
_ | Ms. Francisca Robledo Chief gf Northem C.}uh‘ Basin
3+ Muiiz Organization Laboratory,
) CONAGUA
D : /1/1/)
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Annex 3: Results of Activities

1-1 To integrate the existing coastal
monitoring guidelines (JICA and others)
into uniform standard guideline.

Recommendations were presented as to the draft of
uniform standard guideline.

Lecture was conducted by Japanese experts regarding
cases on coastal monitoring in Japan.

Important issues related to coastal monitoring were
identified.

The draft of uniform standard guideline was developed.

[-2 To review the existing coastal
monitoring plan based on the new
standard guideline and develop a new
monitoring plan in the Northern Gulf
Region.

Existing monitoring sites were identified and suggestions
as to new monitoring sites were presented.

Basic concept on monitoring plan was confirmed
between Japanese experts and Mexican counterparts

A coastal water quality monitoring plan in the Northern
Gulf Region was developed based on the draft coastal
water quality guideline.

Monitoring sites in the Northern Gulf Region were
discussed.

1-3 To prepare the standard operational
procedures (draft NMX) for saline water
and sediment sampling and analysis
methods after reviewing the present
work.

A sampling manual has been developed.

Basic information necessary for development of SOP
was compiled and assistance for development was given
by Japanese experts.

Development of SOPs is under progress.

1-4 To consolidate the sampling
skills of saline water and sediment.

Four on#he—job training packages to improve the
sampling skills of counterparts at Northern Gulf Basin
Organization Laboratory were conducted in the first half
of 2007.

On-the-job training was conducted to improve analysis
capacity of basic parameters based on reference
materials.

Draft SOPs on basic parameters were prepared.

1-5 To consolidate analytical skills of
the basic parameters in saline water and
sediment, and those for data quality
assurance.

Control method of analysis accuracy implemented in
Japan was presented by Japanese experts.

Activities to improve accuracy of analytical results and
analytical technique were introduced, through repetitive
analysis by reference material.

On-the-job training was conducted to improve the
capacity of basic parameter analysis. The accuracy of
analytical results was evaluated during the training held
from October to November in 2007 and activities to
improve analytical technique and accuracy are being
implemented.

1;6 To interpret monitoring data for site
evaluation. '

To be implemented in 2008.

1-7 To conduct sampling and chemical
analysis of water and sediment based on
the standardized operational procedures,

To be implemented in 2008.

I é') M
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2-1 To integrate the existing coastal
monitoring guidelines (JICA and others)
into uniform standard guideline.

Recommendations were presented as to the draft of
uniform standard guideline.

Lecture was conducted by Japanese experts regarding
cases on coastal monitoring in Japan.

Important issues related to coastal monitoring were
identified.

The draft of uniform standard guideline was developed.
(Same as 1-1)

2-2 To review the existing regional
monitoring plan based on the new
standard guideline for coastal
monitoring and to give necessary
approval.

The status of existing monitoring sites is being identified
and proposals on new monitoring sites are being
discussed. Activities to obtain approval are expected to
take place later on.

Basic concept on monitoring plan was confirmed
between Japanese experts and Mexican counterparts.

2-3 To apply the method to measure the
basic parameters and selected toxic
pollutants in saline water and sediment,
and those for data quality assurance.

Basic information necessary for development of SOPs
was compiled and the development of SOPs is under
progress with assistance of Japanese experts.

SOPs are being developed.

In the first half of 2007, on-the-job training was
-conducted for the counterparts at the National Reference
Laboratory to improve sampling and analysis (basic
parameters). The counterpartsat the National Reference
Laboratory participated in the training courses on
sampling and basic parameter analysis for the Regional
Laboratories, not only as trainees but also as instructors.

2-4 To prepare the standard operational
procedures (draft NMX) for saline water
and sediment analysis methods.

Training was conducted for the counterparts at the
National Reference Laboratory to improve their
analytical skills.

Necessary equipment for the Project activities was
provided. '

Draft SOPs for basic parameters were developed.
Basic information necessary for development of
monitoring guideline and SOPs on basic parameter
analysis was compiled and assistance for development
was given by Japanese experts, and then, the monitoring
guideline and SOPs are being developed.

SOP for toxic pollutant analysis is currently being
developed.

2-5 To interpret monitoring data for the
site evaluation.

To be implemented in 2008.

2-6 To conduct chemical analysis of
saline water and sediment based on the
standard operational procedures.

¢

Sampling and analysis of basic parameters are expected
to be conducted in 2008. Analysis of toxic pollutants
will be conducted after the development of SOP.

The results of analysis of saline water and sediment are
obtained as planned.

2-7 To prepare the reference material
(RM).

The development plan of RM was formulated and
extraction sites were discussed. Trial materials were

(e

—2 (o

"Yj
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extracted and pre-process was applied.
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RMs to be used for analytical training were developed.
They are used for measurement of analysis accuracy in
each training session.

3-1 To prepare the QA/QC system
appropriate to the coastal water
monitoring after reviewing the present
QA/QC operation in Northern Gulf
Region.

This activity is basically planned to be implemented in
2008.

In June 2007, a lectwre on quality control was given to
the counterparts at the Northern Gulf Region, in which
QA/QC system recommended by the Ministry of
Environment in Japan was presented.

3-2 To review the past monitoring. data
based on the newly developed QA/QC
system into the existing QA/QC system.

To be implemented in 2008.

3-3 To integrate the newly developed
QA/QC system into the existing QA/QC
system for the national water monitoring
network.

To be implemented in 2008.

3-4 To apply the integrated QA/QC
system QA/QC system for the fresh and
saline water monitoring.

To be implemented in 2008.

3-5 To conduct proficiency tests for
improving accuracy of data.

To be implemented in 2008.

4-1 To develop a training master plan for
coastal water monitoring after studying

To be implemented i 2009.

the existing training program and
training needs..
4-2 To develop an annual training To be implemented in 2009.

program based on the annual training
prograni.

4-3 To prepare training materials based
on the annual training program.

To be implemented in 2009.

4-4 To conduct trial
materials.

training with

To be implemented in 2009.

4-5 To review the materials and the
annual training program as required after
reviewing the trial training.

To be implemented in 2009.

4.6 To conduct the training for the
regional laboratory staff based on the
reviewed training program.

A training course was conducted in 2007 for the staff at
the Regional Laboratories nation-wide on a trial basis.
Full-scale activities are planned in 2009.
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Evaluation Grid: Coastal Water Quality Monitoring Network Project

20-Jun-08

Evaluation item

Items of investigation

Criteria of evaluation

Necessary data and information

Data source

Means of analysis

Achievement

Input

Mexican side

Assignment of counterparts and
administrative personnel
Supply of facilities and equipment

Local cost

Comparison with initial plan. Relevance of input

Comparison with initial plan. Relevance of input

Comparison with initial plan. Relevance of input

Record of asigment of counterparts and administrative
personnel
Record of supply of facilities and equipment

Record of local cost

Project report, CP, experts

Project report, CP, experts

Project report, CP, experts

Document review, Questionnaires,
Interview
Document review, Questionnaires,
Interview
Document review, Questionnaires,
Interview

Japanese side
Dispatch of experts

Supply of facilities and equipment

Counterpart training in Japan

Local cost support

Comparison with initial plan. Relevance of input

Comparison with initial plan. Relevance of input

Comparison with initial plan. Relevance of input

Comparison with initial plan. Relevance of input

Record of timing, expertise and number of experts
dispatched

Reocrd of timing, specifications and quantity of facilities
and equipment supplied

Record of timing, contents, number of training CP
courses in Japan

Record of support of local cost

Project report, CP, experts

Project report, CP, experts

Project report, CP, experts

Project report, CP, experts

Document review, Questionnaires,
Interview
Document review, Questionnaires,
Interview
Document review, Questionnaires,
Interview
Document review, Questionnaires,
Interview

Achievement of
output

1. The capabilities of coastal water
quality monitoring in the Basin
Organization of Northern Gulf are
strengthened.

1-1 Coastal water monitoring plan prepared based on the
new guidelines.

1-2 A standard operational procedure for sampling, and
16 standard operational procedures for basic parameters
in saline water and sediment.

1-3 Results on analysis of reference materials are
improved compared to the accredited values.

Monitoring plan
Standard Operational Procedures (SOP)
Analysis results and report

Monitoring plan, SOP, Analysis results and

reports
Project report, CP, experts

Document review, Questionnaires,
Interview

2. The capabilities of coastal water
quality monitoring in the Manager's
Office of Sanitation and Water Quality
are strengthened.

2-1 Regional coastal water quality monitoring plan
prepared based on the new guidelines.

2-2 Standard operational procedures for 7 harmful
parameters and for 4 toxic organic pollutants in saline
water and sediment.

2-3 Results on analysis of reference materials are
improved compared to the accredited values.

Monitoring plan
Standard Operational Procedures (SOP)
Analysis results and report

Monitoring plan, SOP, Analysis results and

reports
Project report, CP, experts

Document review, Questionnaires,
Interview

3. The Quality Assurance and Quality
Control (QA/QC) system of water
quality monitoring of coastal water
quality monitoring is improved.

3-1 A proficiency test is carried out between Northern
Gulf Regional Laboratory and National Reference
Laboratory at least once a year.

3-2 Data analysis report from the QA/QC program is
issued twice a year.

Results on the proficiency tests
Data analysis reports

Results on the proriciency tests, Data
analysis reports,
Project report, CP, Experts

Document review, Questionnaires,
Interview

4. Training functions of National
Reference Laboratory and Northern
Gulf Regional Laboratoy on coastal
water quality monitoring are
strengthened.

4-1 At least three (3) training courses (such as for
sampling, basic and toxic parameters) are conducted
based on an annual training plan.

Training records

Training records,
Project report, CP, experts

Document review, Questionnaires,
Interview

Achievement of
project purpose

The reference functions of
CONAGUA on the coastal water
quality monitoring are strengthened.

1. Three (3) kinds of standard operational procedures
(such as for sampling, basic (16) and toxic parameters
(11) of saline water and sediment analysis are authorized
by General Director of CONAGUA.

2. The authorized standared operational procedures are
introdue in 11 regional laboratories.

1. Official document (Oficio) signed by General Director
of CONAGUA

2. CONAGUA's annual report

Document related to SOP, CONAGUA's
annual report,
Project report, CP, Experts

Document review, Questionnaires,
Interview

Achievement of
overall goal
(Expected)

The capacity of CONAGUA for
monitoring and control for the coastal
water quality is augmented.

1. QA/QC system is applied in 11 regional laboratories.
2. Coastal water monitoring results are released in the
National Water Statistics in Mexico.

3. NMX (Mexican Norms) for coastal water analysis
methods is established.

4. Prioirtized control areas are identified and designated
based on the monitoring data.

1 ISO 17025 accreditation of 11 regional laboratories.
2 The National Water Statistics in Mexico.

3 NMX (Mexican Norms)

4. CONAGUA annual report

ISO documents, the National Water

Statistics, NMX, CONAGUA annual report,

Project report, CP, experts

Document review, Questionnaires,
Interview




Evaluation item

Items of investigation

Criteria of evaluation

Necessary data and information

Data source

Means of analysis

Implementation
Process

Progress of activities

Activities are being implemented as
planned.

Progress of each activity

Project report, CP,

experts

Document review, Questionnaires,
Interview

Monitoring

Monitoring system is adequate.

Modification of PDM has been done
adequately.

Measures to respond to the changes
of important assumptions has been
taken.

Monitoring system of the Project progress and
implementation of monitoring
Record of modificaiton of PDM

Experiences to repond to changing important
assumptions

Project report, CP,

Project report, CP,

Project report, CP,

experts

experts

experts

Document review, Questionnaires,
Interview
Document review, Questionnaires,
Interview
Document review, Questionnaires,
Interview

Relationship between

Communication between Mexican and

Process of communication

Project report, CP,

experts

Document review, Questionnaires,

experts and Japanese sides are made smoothly. Interview
counterparts
Measutres to solve problems have Process to solve problems Project report, CP, experts Document review, Questionnaires,
been taken. Interview
Ownership of The initiatives of CP are high. Initiatives of the Mexican side Project report, CP, experts Document review, Questionnaires,
implementing Interview
organizations in Sufficient budget is secured. Record and plan of budget allocation of the Mexican Project report, CP, experts Document review, Questionnaires,
Mexico side for the Project Interview

Assignement of personnel is adequate.

Record and plan of assignment of personnel of the
Mexican side for the Project

Project report, CP,

experts

Document review, Questionnaires,
Interview

Collaboration with
other organizations

Collaboration with other related
Mexican organizations and other
assistance agencies are being
effectively implemented.

Record of meeting and discussions with other related
organizations

Project report, CP,
related agencies

experts, personnel at

Document review, Questionnaires,
Interview




Evaluation Grid: Coastal Water Quality Monitoring Network Project

30-Apr-08

Evaluation item

Items of investigation

Criteria of evaluation

Necessary data and information

Data source

Means of analysis

1.Relevance

Are the overall goal and
project purpose still in line
with the policy directions of
both the donor and
counterpart countries and
the needs of the target
group?

1.1 Relevance of the overall goal and praject
purpose to the Mexican development policy

Comparison with government
development policy

Mexican development policies on water quality
monitoring

Mexican development policy papers on
water quality monitoring, CP, Experts

Document review, Questionnaires,
Interview

1.2 Relevance of the overall goal and praject
purpose to the target group

Comparison with the needs of target

group

Importance of water quality monitoring in overall
development policies in Mexico

Mexican development policy papers on
water quality monitorng, CP, Experts

Document review, Questionnaires,
Interview

1.3 Relevance of the overall goal and praject
purpose to the Japanese ODA policy

Comparison with Japanese ODA
policy

Japanese ODA policy to Mexico

Policy papers of Japanese Ministries of
Foreign Affairs and JICA

Document review

2. Effectiveness

Has the Project produced
expected outputs? Has the
Project been effective?

2.1 Achievement of Project Purpose

Comparison with the indicators

Document related to SOP, CONAGUA's annual
report

Project report, CP, experts

Document review, Questionnaires,
Interview

2.2 Contribution of each output to the
achievement of Project Purpose

Relation of each Output and Project Purpose

Project report, CP, experts

Document review, Questionnaires,
Interview

2.3 Influence of Important Assumptions

Inhibiting factors of outputs to achieve the
Project Purpose and Outputs

Project report, CP, experts

Document review, Questionnaires,
Interview

3. Efficiency To what extent have input 3.1 Appropriateness of Japanese input Scale, timing and cost of Japanese |Experts (number, field of expertise, timing of Project report, CP, experts Document review, Questionnaires,
been appropriate in terms inputs and the benefits of them dispatch) Interview
of scale, timing, cost, and Supply of facilities (quantity, specifications, Project report, CP, experts Document review, Questionnaires,
benefit? timing of provision) Interview
CP training in Japan (numbers, field of training, |Project report, CP, experts Document review, Questionnaires,
timing ) Interview
Local cost support Project report, CP, experts Document review, Questionnaires,
Interview
3.2 Appropriateness of Mexican input Scale, timing and cost of Mexican Assignment of CPs ( number, field, timing) Project report, CP, experts Document review, Questionnaires,
inputs and the benefits of them Interview
Project management cost Project report, CP, experts Document review, Questionnaires,
Interview
Supply of facilities (land, facilities, and Project report, CP, experts Document review, Questionnaires,
equipment for project activities) Interview
How have inputs been 3.3 Utilization of inputs Human resources (experts, CPs) Project report, CP, experts Document review, Questionnaires,
utilized and managed? Interview
Facilities, Equipment, Machines Project report, CP, experts Document review, Questionnaires,
Interview
Budget allocation Project report, CP, experts Document review, Questionnaires,
Interview
3.4 Project management system Working process and function of Joint Project report, CP, experts Document review, Questionnaires,
Coordination Committee Interview
4. Impact Is the Project expected to 4.1 Impact on the coastal water quality Status and progress of medical Expected achievement level of Overall Goal and |Project report, CP, experts Document review, Questionnaires,

have an impact on
achieving overall goal?

monitoring in Mexico

education system

the process of achievement in relation with
Project component

Interview

Has the Project had
unintended impact?

4.2 Unintended positive impact

Positive cases experienced with the Project
including focal persons, and related
organizations

Project report, CP, experts

Document review, Questionnaires,
Interview

4.3 Unintended negative impact

Negative cases experienced with the Project,
including focal persons and related
organizations

Project report, CP, experts

Document review, Questionnaires,
Interview

Has the Project been
affected by Important
Assumptions?

4.4 Influence of Important Assumption

Items influenced by the important assumption

Project report, CP, experts

Document review, Questionnaires,
Interview

5. Sustainability

Is the benefit of the
Project expected to be
sustained after the donor's
assistance is terminated?

5.1 Institutional (policies) aspect

Relation of government policy with
Project

Mexican government policy in water quality
monitoring

Policy paper on water quality monitoring,
CP, experts

Document review, Questionnaires,
Interview

5.2 Financial aspect

Financial status of CONAGUA

Financial status of CONAGUA

Documents on policy and budget of
CONAGUA, CP, experts

Document review, Questionnaires,
Interview

5.3 Technical aspect

Status of water quality monitoring
system

Progress of improvement of technique of water
quality monitoring

Project report, CP, experts

Document review, Questionnaires,
Interview

What are the contributing
and inhibiting factors for
sustainability?

5.4 Contributing and inhibiting factors

Analysis of promoting and inhibiting factors

Project report, CP, experts

Document review, Questionnaires,
Interview
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