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MINUTES OF MEETING
BETWEEN
THE URUGUAYAN MID-TERM REVIEW TEAM
AND
THE JAPANESE MID-TERM REVIEW TEAM
ON
THE PROJECT ON WATER POLLUTION CONTROL AND
MANAGEMENT OF WATER QUALITY
IN THE SANTA LLUCIA RIVER BASIN
IN THE ORIENTAL REPUBLIC OF URUGUAY

The Japanese Mid-Term Review Team (hereinafter referred to as ‘the Japanese Team”),
organized by Japan International Cooperation Agency (hereinafter referred to as “JICA”) and
headed by Dr. Mitsuo Yoshida, visited the Oriental Republic of Uruguay (hereinafter referred to
as ‘Uruguay’) from September 23 to October 9, 2009, for the purpose of conducting the joint
mid-term review on the Project on Water Pollution Control and Management of Water Quality
in the Santa Lucia River Basin (hereinafter referred to as ‘the Project’) on the basis of the
Record of Discussions signed on March 28, 2008.

During its stay in Uruguay, the Japanese Team had a series of discussions and exchanged views
with the Uruguayan Mid-Term Review Team (hereinafier referred to as ‘the Uruguayan Team’)
headed by Ms. Magdalena Hill.

As a result of discussions, the Uruguayan Team and the Japanese Team mutually agreed upon
the Mid-Term Review Report as annexes.

Both sides agreed on that the Minutes of Meeting and its appendixes are prepared in both

English and Spanish. In case any discrepancy arises in interpretation, the English text shall
prevail.

Montevideo, October 9, 2009
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Dr. Mitsuo Yoshida Ing. Jos¢ LuigrGienta

Leader - Respoiisible for

Japanese Mid-Term Review Team National [pirectorate of Environment
Japan International Cooperation Agency (DINAM

(JICA) Ministry 6f Housing, Land Planning and

Environment (MVOTMA)

Appendix 1 The Mid-Term Review Report
Appendix II  List of Attendants



Appendix 1

THE MID-TERM REVIEW REPORT
ON
THE PROJECT ON WATER POLLUTION CONTROL AND
MANAGEMENT OF WATER QUALITY
IN THE SANTA LUCIA RIVER BASIN
IN THE ORIENTAL REPUBLIC OF URUGUAY

Montevideo, October 9, 2009

Mid-Term Review Team
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Chapter 1 OUTLINE OF THE MID-TERM REVIEW

1.1 Background of the Mid-term Review

The Oriental Republic of Uruguay is a country with an area of 176,000 km?, and a population
of about 3.30 million. Although population density is low, and the Santa Lucia River basin
hosts approximately 12% of the total population, over 60% of the poplation benefits from
water usage from this basin. Consequently, this situation must be addressed and the
necessary steps be taken to prevent water pollution in Santa Lucfa River. The sources of
potlution include sewage, industrial wastewater, leachate from solid waste, as well as runoff
from agricultural fields as its non-point source. Heavy metal pollution associated with
tanneries has also been reported. In order to control pollution, Uruguay has been
implementing various measures, such as construction of ;ewerage systems and waste disposal
facilities, enforcement of industrial wastewater control regulations, etc. Nevertheless, these

efforts have been largely isolated, and not well coordinated.

Under the circumstances, the Government of Uruguay requested the Government of Japan
technical cooperation, and the Development Study entitled “The Project on Capacity
Development for Water Quality Management in Montevideo and Metropolitan Area” was
conducted by National Directorate of Environment (DINAMA) and Japan International
Cooperation Agency (JICA) from October 2003 until January 2007. The study developed an
integrated Master Plan (M/P), and carried out various related activities, such as production of
manuals and development of a water quality database SISICA. However, further development
of environmental management capacity is required to implement the M/P. Hence, after the
Preparatory Study by JICA in November 2007, both governments agreed to implement the
technical cooperation project entitled “the Project on Water Pollution Control and
Management of Water Quality in the Santa Lucia River Basin” (hercinafter referred to as
“the Project™) in March 2008.

The project started from April 2008 and the JICA expert team (JET) was dispatched from
June 2008. This mid-term review is conducted in order to monitor the progress and evaluate

the achievements after the first half of the Project.

1.2 Objectives of the Mid-term Review
The specific objectives of the mid-term review are outlined as follows.
- (1) To review the progress of implementation process and achievement of the Project

(2) To evaluate the Project in accordance with the five evaluation criteria (relevance,



etfectiveness, efficiency, impact and sustainability)
(3) To draw the factors to promote/impede the effects
(4) To consider the necessary actions to be taken and make recommendations for the Project

(5) To summarize the results of the study in a mid-term review report

1.3 Members of the Mid-term Review Team
The mid-term review team (hereinafter referred to as “the Team™) consist of the following

members.

1.3.1 the Uruguayan side

(1) Mr. Luis Reolén, Director, Environmental Quality Evaluation Division (DECA),
DINAMA

(2) Ms. Silvia Aguinaga, Director, Environmental Control and Performance Division
(DCDA), DINAMA

(3) Ms. Magdalena Hill, Project Coordinator, DECA, DINAMA

1.3.2 the Japanese side
(1) Dr. Mitsuo Yoshida, Senior Advisor (Water, Waste and Environment), JICA
(2) Ms. Eriko Tamura, Senior Program Officer, Global Environment Department, JICA
(3) Mr. Choshin Haneji, Environmental Chemistry & Management Consultant,
Japan Development Service Co., Ltd. (JDS)

1.4 Schedule of the Mid-term Review

9/22 (Tue) | Mr. Haneji is dispatched from Japan
11:45 Narita - 9:15 Chicago(JL 010)
13:00 Chicago — 17:05 Miami(AA 1896)
23:20 Miami-

9/23 (Wed) | Mr. Haneji arrives in Uruguay
13:05 Montevideo(AA943)

9/24 (Thu) | 10:00 Mr. Haneji meets with JICA Uruguay Office and JET
16:30 Kick off meeting with DINAMA, JET, and JICA Uruguay Office

9/25 (Fri)) | 10:00-13:00 Mr. Haneji interviews DECA
14:00-17:00 Mr. Haneji interviews DCDA
17:30 Mr. Haneji meets with JICA Uruguay Office

9/26 (Sat)- | Mr. Haneji analyzes collected answers to questionnaires and drafts Mid-term
9/27 (Sun) | Review Report




9/28 (Mon)

10:00-11:30 Mr. Hangji interviews DINASA
12:00-13:30 Mr. Haneji interviews OSE
15:00-16:30 Mr. Haneji interviews RENARE

9/29 (Tue)

10:00-11:30 Mr. Haneji interviews IDB
14:00-15:30 Mr. Haneji interviews DINAMA Lab

9/30 (Wed)

10:00-11:30 Mr. Haneji interviews IMM
15:30-17:00 Mr. Haneji interviews IMSJ

10/1 (Thu)

10:30-12:00 Mr. Haneji interviews IMFlorida
14:30-16:00 Mr. Haneji interviews IMLavalleja
18:30 Mr. Haneji meets with JICA Office

Dr. Yoshida and Ms. Tamura leave Japan

19:10 Narita

10/2 (Fri)

Dr. Yoshida and Ms. Tamura arrive in Uruguay

- 8:10 Sao Paulo (JL 010) '

9:15 Sao Paulo -11:50 Montevideo(1J8046)

09:00-09:50 Mr. Haneji interviews UNDP/PNUMA

10:00 Mr. Haneji interviews EU

15:00 Japanese Review Team members has a meeting with JICA Uruguay

Office and JET

10/3 (Sat)

Japanese Review Team members drafts Mid-term Review Report

10/4 (Sun)

Japanese Review Team members drafts Mid-term Review Report

10/5 (Mon)

Review Team members review the draft Mid-term Review Report.

10:00 Presentations

e Water Quality Indexes for the Santa Lucia River Basin / Alejandro Cendén (DECA)

e Environmental Control Division — Summary of Activities / Rosario Lucas (DCDA)

e Strategy and Progress regarding the Non —Point Source Pollution Status Report for
Santa Lucia Basin (Uruguay) / Alicia Crosara (DECA)

» Environmental Information System for the Santa Lucia River Basin/ Yur
Resnichenko and Martin Fernandez (DECA)

16:00 Courtesy call to Minister

10/6 (Tue)

11:00 Mr. Haneji interviews World Bank (WB)
Reports and M/M discussions.

10/7 (Wed)

Reports and M/M discussions.

10/8 (Thu)

Reports and M/M discussions.

10/9 (Fri)

AM Signing of M/M at Review Team meeting

15:00 Japanese Review Team members reports to Japanese Embassy




16:00 Japanese Review Team members reports t0 JICA Uruguay Office
Japanese Review Team leaves Uruguay

(Ms. Tamura & Mr. Haneji)

17:30 Move to the airport

20:15 Montevideo — 21:45 Sao Paulo (JJ8397)

22:55 Sao Paulo - |

10/10 (Sat) | (Dr. Yoshida)
3:09 Montevideo — 8:35 Panama City (CM284)
10:07 Panama City — 13:42 Havana (AF479)

10/11 (Sun) | (Ms. Tamura & Mr. Haneji)
-12:55 Narita (JL047)

1.5 Methodology of Mid-term Review

The Project was evaluated based on the Project Design Matrix (PDM), which is a summary of
table of this Project. The revision of the PDM was discussed at the Fourth Steering
Committee on April 23, 2009, and subsequently approved on May 27, 2009. The mid-term

review was carried out based on this revised PDM.

1.5.1 Procedure

First, the Japanese Team drafted the evaluation grid which identified the specific evaluation
points and the data collection methods. For the data information collection, the Team applied
methods such as the questionnaire survey, reference survey, site visit and the interview with
stakeholders. The Team analyzed and evaluated the Project in terms of the achievement level
of the Project, the implementation process, and five evaluation criteria consisted on
Relevance, Effectiveness, Efficiency, Impact and Sustainability, which were originally
defined by Development Assistance Committee (DAC) in Organization for Economic
Cooperation and Development (OECD). Finally, the Team made the recommendations based

on the results.

1.5.2 Points for the evaluation

(1) Achievement level and Implementation Process of the Project

The achievement levels in terms of Inputs, Activities, Outputs and Project Purposes were
assessed in comparison with the revised PDM and Plan of Operation (PO) and the actual
results of the Project. The implementation process of the Project was also confirmed from the

various viewpoints such as monitoring and communication.



(2) Evaluation Criteria

In addition to verification of achievement level and implementation process of the Project, the

Team assesses the Project from the following five evaluation criteria.

1) Relevance: An overall assessment of whether the project purpose and overall goal are
in line with policy of both sides and with partner country’s needs.

2) Effectiveness: A measure of whether the project purpose has been achieved. This is then
a question to degree to which the outputs contribute towards achieving
the intended project purpose.

3) Efficiency: A measure of the production of outputs (results) of the Project in relation
to the total resource inputs.

4) Impact: The positive and negative changes, produced directly and indirectly as
the result of the Project.

S) Sustainability: An overall assessment of the extent to which the positive changes
achieved by the Project can be expected to last after the completion of the

Project.

(3) Results of Evaluation

The Team evaluated future possibility to achieve Project Purpose and Outputs at the time of
the termination of the Project according to the following four (4) ratings;

A: Project Purpose/Outputs will be achieved.

B: Project Purpose/Outputs will be achieved under some conditions.

C: Project Purpose/Qutputs will not be fully achieved.

D: Project Purpose/Outputs will be difficult to be achieved.

Chapter 2 OUTLINE OF THE PROJECT

The Project has been carried out since June 2008. The expected Overall Goal, Project

Purposes and Qutputs written in the revised PDM are as follows:

Overall Goal:
- Measures to improve water quality of Santa Lucia River Basin are taken.
- Cooperate and strengthen the programs and projects of pollution coﬁtrol and water
quality management in cooperation with actors involved, for promoting improved
environmental management in other river basin.

Project Purpose:

The capacity of DINAMA and other institutions involved with respect to water pollution



control / water quality management for Santa Lucia River Basin is strengthened.

Outputs:

(1) The management system of DINAMA with respect to pollution source control/water
quality management is developed.

(2) The coordination and collaboration system among relevant institutions subject to control
of water pollution source/water quality management is established.

(3) The capacity of DINAMA and other institutions involved with respect to water monitoring
system of river and effluent is strengthened.

(4) The capacity of DINAMA and other institutions involved with respect to data compilafion,
analysis and evaluation.

(5) The capacity of DINAMA with respect to inspection, evaluation and enforcement subject
to pollution source management is strengthened.

(6) The integrated information systems with respect to water pollution control / water quality

management is constructed and used.

Chapter 3 PROJECT PERFORMANCE

3.1 Inputs

3.1.1 Inputs from the Japanese Side

In total, the Japanese side has allocated and appropriated necessary budget for the project
activities and management as shown in the following table.

Unit: Thousand Yen

Preparatory 1% Year 2" Year 3" Year total
Stlage
Total Budget for Project 15,225 72,154 73,752 63,846 224,977
Implementation

* 1% Year: April 2008 ~ March 2009, 2™ Year: April 2009 ~ March 2010, 3™ Year: April 2010 ~ March
2011

Below are the details regarding main inputs provided by JICA (all the numbers and figures
below are as October 2009).

(1) Dispatch of JET

Five (5) experts were dispatched sixteen (16) times in total. Details are given in the ANNEX
1.



(2) Provision of equipment
Equipment used for the technical transfer was provided from the Japanese side. Details are
given in the ANNEX 2.

(3) Support for local cost (cost for seminars, training courses and publications, etc..)
Local cost for the Project is supported as shown in the following table.

Unit: Thousand Yen
1" Year 2™ Year

Local Cost supported by JICA 3,655 11,300

(4) Materials for training course, publications and printed materials

3.1.2 Inputs from the Uruguayan Side

(1) Technical and administrative counterpart personnel to JICA experts

The Uruguayan side nominated four (4) administrative management codnterparts and eleven
(11) technical counterparts for conducting project activities in the R/D. After Project
Consultation Mission dispatched in April 2009, two (2) staffs were assigned officially from

State Sanitary Works Administration (OSE) to cooperate within the Project framework.

Planned (Expected C/P in R/D) Actual

One (1) Project Director One (1) Project Director

Two(2) Project Managers Two(2) Project Managers

Eleven(11) Technical counterparts One(1) Project Coordinator
Thirteen (13) Technical counterparts

(2) Land, buildings and facilities necessary for the implementation of the Project

(3) Office space and necessary facilities for the JET
DINAMA Provides Office Space and Equipment, Using Network Access, Telephone Line,

Printer, Fax, and Photocopy.

(4) Operational cost for Project (transportations for the project activities, chemical analysis
cost, travel expenses for counterpart personnel, administration cost)

Costs for sampling, chemical analysis, utilities, internet access, travel expenses for

counterpart personnel, etc. have been borme by DINAMA.

Cost for non-point workshop in March 2009 was borne by DINAMA and DGSSAA.



3.2 Qutputs
The Project is composed of six Outputs. The results of mid-term review for each output are as

follows:

3.2.1 Output 1
The management system of DINAMA with respect to pollution source control / water

quality management is developed.

The Objectively Verifiable Indicators (OVI) for the Qutput 1 are the following three items
according to the PDM:

1) The number of seminars, training courses and/or meetings and the number of participants

2) Contents of pollution control capacity assessment

3) Contents of the Action Plan

In the first half period of the Project, a number of seminars, workshops and meetings including
Steering Committee meetings which were directly or indirectly related to the Qutput 1(see
Annex 5, Evaluation Question 2.1). There are written records of 62 meetings with total
participants of 338. In addition, there are a lot of informal meetings between DINAMA and JET,
and DINAMA internal meetings to coordinate project activities. These are greatly contributed

for the achievements of Output 1.

Overall coordination between DECA and DCDA, who are two main actors of the Project, has
been good. In the early phase, the Project made deliberate efforts to improve joint activities by
both divisions. Regarding the Environmental Laboratory, some specific activities related to
monitoring were carried out according to the plans. However, at the beginning of the Project,
other specific activities were foreseen, that for reasons outside the scope of the Project, were
suspended or eliminated. The involvement of the Environmental Laboratory in shared activities

should be improved.

A capacity assessment has been made in the first half period of the Project, and three required
capacities are pointed by the Project for achieving the Qutput 1 (see ANNEX 4, Evaluation
Question 2.1). Based on the results of the capacity assessment, the Action Plan (see Progress
Report No. 1, Appendix 2) has been prepared for improving the management system of

DINAMA with respect to pollution source control / water quality management.

Tangible achievements could be observed through above-mentioned activities mainly conducted

10



by DECA and DCDA (see ANNEX 4, Evaluation Question 2.1).

Thus, the Team concluded that the Output 1 will be achieved by the end of the Project if
DINAMA sustains the efforts based on the Action Plan in the last half period of the Project.

3.2.2 Output 2
The coordination and collaboration system among relevant institutions subject to control

of water pollution source / water quality management is established.

OVI for the Output 2 are the following two items according to the PDM:
1) Contents of issues to be solved

2) Contents of coordination and collaboration system

The coordination and collaboration among relevant institutions subject to control of water
pollution source / water quality management are considerably improved by the practice during
the first half period in comparing with the time before the commencement of the Project.
DINAMA-DINASA relation has improved significantly in the last 6 months, and DINAMA
now has an access to DINASA’s hydrological and water abstraction databases. DINAMA-OSE
collaboration is also improving with the officers assigned from OSE to work in DINAMA.
DINAMA now has a set of OSE water quality data, and also DINAMA's efforts including the
non-point source (NPS) work will eventually benefit for OSE. DINAMA-MGAP relation is
improving through the NPS work, and DINAMA now has a lot of information about different
aspects of agriculture activities (see ANNEX 4, Evaluation Question 2.2).

Although above-mentioned great progress of DINAMA’s collaboration with national institutions
of water sector, the coordination and collaboration between DINAMA and local government
such as municipalities are not enough. According to the results of questionnaire and interview
surveys by the Team, the difficulty has to do with formal limitations to fully commit to
environmental management. They may be ready to receive assistance (e.g., kit) from DINAMA,
but that does not mean they are ready to commit more resources (e.g., more time in the field, or
budget for maintenance of equipment). Also there is little institutional framework to support
their commitment, even if they are willing to participate (see ANNEX 4, Evaluation Question
2.2).

Thus, the Team concluded that the Output 2 will be achieved by the end of the Project. However,

the coordination and collaboration issues between DINAMA and municipalities are remained
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for future challenge, which will require functional coordination mechanisms for conducting

environmental management of Santa Lucia River basin.

Considering the problems mentioned above, formal establishment of coordination mechanisms
should not be expected by the end of the Project. It is necessary for DINAMA and

municipalities to start discussing about practical mechanisms for coordination.

3.2.3 Output 3
The Capacity of DINAMA and other institutions involved with respect to water

monitoring system of river and effluent is strengthened.

OVI for the Output 3 are the following four items according to the PDM: _

1) The number of seminars, training courses and/or meetings and the number of participants

2) Contents of issues to be solved

3) Contents of monitoring plan

4) Number of analyzed water and sediment samples and parameters in laboratory and accuracy

of the analysis

As the activities related to the Output 3 in the first half period of the Project, one seminar and
one training course were organized by DINAMA under the cooperation of JET, and the
attendants were 28 and 10, respectively. Various meeting were also conducted 23 times in the
course of Output 3 activities, and the total attendants were 212. In these opportunities,
DINAMA successfully enhanced knowledge, skill and technology with respect to water

monitoring system of river and effluent (see ANNEX 4, Evaluation Question 2.3),

The JET has pointed that the main issue observed in current DINAMA’s water monitoring
system seems DRIP (data rich information poor) syndrome. Indeed, DINAMA used to spend a
lot of time and resources for monitoring and accumulated lots of raw data, but had rather little
information about the state of water quality of Santa Lucia River, such as whether the water is
polluted or not, which parameter is important, how serious the problems are (see ANNEX 4,

Evaluation Question 2.3).  This has improved significantly over the last 1.5 years.

In general, the analytical capacity of the DINAMA Laboratory is good, and approximately 14
analytical parameters were generated on reliable level for samples collected from 32 sample
stations. Every two months the sampling has been done. The Laboratory can make analysis with

the detection limits stipulated by the Decree 253/79 and its amendments although some water
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quality analysis required detection limit lesser than stipulated by the Decree (see ANNEX 4,
Evaluation Question 2.3). A total of 250 samples approximately have been analyzed so far by

the Laboratory in the course of Project activities.

Thus, the Team concluded that the Output 3 will be achieved by the end of the Project if efforts
for improving the analytical capacity are intensified and similar efforts are sustained for other

concerned activities in the last half period of the Project.

3.2.4 Output 4 ,
The capacity of DINAMA and other institutions involved with respect to data compilation,

analysis and evaluation subject to water pollution sourece control is strengthened.

OVI for the Output 4 are tﬁe following four items according to the PDM:

1) The number of seminars, training courses and/or meetings and the number of participants
2) Content of pollution source inventory list

3) Number of monitoring data at individual pollution source and the contents

4) Contents of the result of analysis

As the activities related to the Output 4 in the first half period of the Project, two seminars were
organized by DINAMA under the cooperation of JET, and the attendants were 15 and 61,
respectively. Various meeting were also conducted 42 times in the course of Output 4 activities,

and the total attendants were more than 363 persons.

DINAMA'’s capacity on data compilation, analysis and evaluation subject to water pollution
source control has been significantly strengthened through the Output 4 activities in the first

half period of the Project.

Regarding to the water quality monitoring of river, it was digitized all DINAMA’s water quality
data of Santa Lucia River, which are available from the Environmental Information System.

Based on the database, DINAMA is going to publish a state of the water quality report.

As for water quality of effluent, it was digitized analytical results of over 700 effluent samples
of 86 point sources stayed in Santa Lucia River basin in order to analyze the pollution loads. As
the first step, BOD indexed pollution load from industries of each sub-basin in Santa Lucia
River basin was estimated and DINAMA estimated BOD indexed pollution load from domestic

wastewater and sewerage treatment plant.
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On the other hand for non-point source pollution, it was collected relevant information from
various organizations (DINAMA, INE, RENARE, DGSSAA, DICOSE, OPYPA, INIA,

universities, etc.), and a preliminary report has been prepared.

DINAMA and the relevant organization are working toward understanding of pollution
mechanism by preparation for pollution load map and identification of critical area from
monitoring data and pollution load estimation as a part of Output 4 activities in the last half

period of the Project.

Thus, the Team concluded that the Output 4 will be achieved by the end of the Project if similar

efforts are sustained in the last half period of the Project.

3.2.5 Output 5
The capacity of DINAMA with respect to inspection, evaluation and enforcement subject

to pollution source management is strengthened.

OVI for the Output 5 are the following three items according to the PDM:
1) The number of seminars, training courses and/or meetings and the number of participants
2) Contents of issues to be solved

3) Contents of pilot study

As the activities related to the Output 5 in the first half period, one seminar was organized by
DINAMA under the cooperation of JET, where the number of attendants was 32. Various
meeting were also conducted 21 times in the course of Qutput 5 activities, and the total

attendants were more than 178 persons.

In these occasions, DINAMA significantly strengthened the capacity on inspection, evaluation

and enforcement subject to pollution source management.

Three tangible outputs were identified in the course of Output 5 activities during the first half
period: i) in general collaboration with municipalities has improved, in particular when dealing
with cases of specific claims by the population, ii) starting compilation of required maps:
agricultural use, topography, erosion, etc, and iii) expansion of enforcement under Decree

253/79, incorporating nutrients control.
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Although this Project was structured around control of point sources, it is suspected that
contribution of non-point source pollution was far greater than the point sources, and DINAMA
and relevant organizations started this line of work from March 2009. Based on preliminary
assessment, it appears non-point source pollution is important (accounting for probably 70-80%
of nitrogen and phosphorous exports to the river), but is still far from establishing un-refutable
scientific evidences to support importance of non-point source pollution in the area, Although
non-point source pollution control is within the competence of DINAMA, it involves the MGAP

directly as organization responsible for farming production policies.

DINAMA and JET are yet to design the pilot study on environmental impacts of non-point
sources such as agricultural/animal husbandry activities, which will be planned as the activities

for the Output 5. DINAMA has already done some work on dairy firms and feedlots.

Thus, the Team concluded that the Output 5 will be achieved by the end of the Project if the
efforts are sustained in the last half period, and the outputs related to the non-point source

control will be larger-than-expected achievements.

3.2.6 Output 6
The integrated information systems with respect to water pollution control / water quality

management is constructed and used.

OVI for the Output 6 are the following two items according to the PDM:
1) Contents of basic data and information on pollution sources and water quality

2) Contents and accessibility of environmental information related to Santa Lucia River Basin

Environmental Information System related to Santa Lucia River basin is a comprehensive
information management system created by the Environmental Information Section of
DINAMA.

The Project has been mainly supporting the development of the following two modules in the
first half period: i) a module (MapServer/PostgreSQL/PostGIS) to show water quality of Santa
Lucia River, locations of point pollution sources with basic information, and ii) a module to
control input of water quality data by various stakeholders (e.g., municipalities, DINAMA

Laboratory) and to manage database, which is similar to the SISICA,

Three tangible outputs were generated in the course of Qutput 6 activities during the first half
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period: First, the database for the water quality was completed. Second, data of the drainage
from point sources (industrial and domestic) was incorporated to the Environmental Information
System and partially for the non-point sources were incorporated to the Environmental
Information System. Third, the water quality data generated jointly with the municipalities in

the Santa Lucia River basin was incorporated.

Thus, the Team concluded that the Output 6 will be achieved by the end of the Project if the
efforts are sustained and the two modules in Environmental Information System is fully

functionalized in the last half period of the Project.

3.3 Project Purpose
The Capacity of DINAMA and other institutions involved with respect to water pollation

control / water quality management for Santa Lucia River Basin is strengthened.

According to the PDM, OVT is defined for evaluating the fulfillment of the Project Purpose:
1) Status of implementation of Action Plan to improve pollution control management system
2) Status of utilization of coordination and collaboration system among institutions involved
3) Status of information sharing among relevant institutions

4) Status of data management related to pollution control

5) Actual performance of instruction to pollution sources

As for the OVI 1, the Action Plan, which contains cleven activities, has been prepared and

currently implemented by the DINAMA under the cooperation of JET.
As for the OVI 2, the coordination and collaboration with national institutions such as
DNH/DINASA, MGAP and OSE, has been significantly improved. Information sharing and

collaboration for data analysis are implemented among the institutions and DINAMA,

As for the OVI 3, DINAMA has been constructing Environmental Information System and a

part of the information was publicized through website.

As for the OVI 4, water quality data and pollution source data toward and managed by database.

One of the prominent output is the water quality report which is going to be published.

As for the OVI 5, DINAMA'’s capacity for instruction to pollution sources was improved and

pilot study for the practice is under consideration, which will be implemented in the last half

16



" period of the Project.

With respect to DECA and DCDA, their capacity is growing rapidly in line with the PDM and
PO, and moreover the results are tangible. Among the things DINAMA has achieved so far
include:

- DINAMA now has the Santa Lucia River water quality data, all digitized and verified.

- DINAMA also has most of the effluent data, digitized and verified.

- DINAMA is going to publish a water quality report.

- DINAMA adapted and applied the water quality indexes.

- DINAMA has analyzed pollution loads indexed by BOD from point sources.

- DINAMA has analyzed pollution loads indexed by BOD from domestic sources.

- DINAMA is making efforts to address non-point source pollution issues.

- DINAMA has developed a comprehensive Environmental Information System.
The Project has tapped the real potential of DINAMA, and the results are highly satisfactory.

With respect to other organizations, they are generally making good progresses, and everything
is more or less according to the PDM and the PO. Nevertheless, foresaw serious difficulties to
pursue a number of activities in the original PDM, in particular with Output 2, largely because

of the institutional restrictions of national level.

Thus, the Team concluded that the Project Purpose is expected to be achieved by the end of the
Project if the efforts are sustained in the last half period of the Project. However, the
coordination and collaboration in formal manner such as “basin management committee” are
remained for future challenge, which secure fully functional coordination mechanism for

conducting environmental management of Santa Lucia River basin.

3.4 Overall Goal

- Measures to improve water quality of Santa Lucia River Basin are taken.

- Cooperate and strengthen the programs and projects of pollution control and water
quality management in cooperation with actors involved for promoting improved

environmental management in other river basin.
According to the PDM, the following two OVIs are defined for evaluating the fulfillment of the

QOverall Goal:

(1) Number of measures taken for improvement of water quality of Santa Lucia River Basin
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(2) Status of establishment of pollution control / water quality management system

It is too early to evaluate of fulfillment of the Overall Goal of the Project at the mid-term review
time. However, the Team found several important achievements and impacts for attaining the
Overall Goal.

Regarding the implementation of measures for water quality improvement, DINAMA is
improving the control point sources. In addition, the Project started the work on control of
non-point source pollution, This may take time, but are making significant progress toward the
Overall Goal.

Regarding the establishment of collaborative framework for water quality management, it is still
premature to say if we can expect a regulation of the prevailing legislation in near future, but are
seeing many signs of improvement, especially OSE-DINAMA and DINASA-DINAMA, even in
the first half period.

This Project has been fully woven into DINAMA’s activities, and most likely DINAMA will

continue growing its capacity along the same path.

3.5 Project Implementation Process
The implementation process of the Project is reviewed from three view points; i.e., project

management, communication and technical cooperation method:

3.5.1 Project Management

The project management including decision-making has been carried out by Project Director,
two Project Managers and Coordinator under the cooperation of JET, while important issues
have been authorized by the Steering Committee meeting, such as approval of project reports,

Action Plan and revision of PDM.

The Project Director, who is the National Director of Environment, has shown general direction
of the Project, and two Project Managers, who are the directors of DECA and DCDA, and one
Project Coordinator are playing management roles for the Praject. Such management system
was effective to enhance close collaboration of two divisions DECA and DCDA, main two
actors of the Project. The Project Managers and Coordinator are always communicating to the
Chiet Advisor of JET, which secured smooth communication between the Uruguayan and the

Japanese sides.
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The Steering Committee meeting was organized four times in the first half period, where
DINAMA and Cooperation Institutions were attended. The authorization process of important
issues by the Steering Committee meeting is rather formal, but the meetings encouraged

communication among stakeholders as well as information sharing.

The Team concluded that the management system of the Project is sufficiently functional under
the strong ownership of DINAMA counterparts. It was highly evaluated for achieving effective

and efficient implementation of the Project in the first half period.

3.5.2 Communication
Inter-personal communications within the Project reach a satisfactory level, despite the language
barrier with JET. Actors like DINASA, MGAP, OSE and municipalities identified that

communication with the Project was less fluid during the early stage of the Project.

In the course of implementation of the Project, the communication between DINAMA and
national institutions such as DINASA, MGAP, OSE, has been significantly improved, but that
between DINAMA and municipalities should be strengthened.

In the questionnaire survey results indicate that it is necessary to increase candid dialogue
among Project site members (JET and counterparts) and JICA in order to enhance common

understanding of the Project.

As a whole, the Team. concluded that the communication within the Project is satisfactory level,
but there is a room to be improved between the Project internal member and external

stakeholders.

3.5.3 Method for technical cooperation

According to the results of questionnaire éurvey and interviews with the Project members, JET
and DINAMA had a number of discussions about the most effective approaches to capacity
development. DINAMA is most interested in the capacity building of DINAMA workforce.
Considering very limited resource and time for the Project and technical level of DINAMA
counterparts, JET has adopted learning-and-doing approach as main mode of learning, and not

through lectures and formal training courses.

The Team identified that the leaming-and-doing approach was quite successful and efficient,



because plenty of technical achievements have been realized by DINAMA counterparts in the

first half period.

Chapter 4 Results of the Mid-term Review

According to the evaluation for the first half period, the Team concluded that the Project has
been implemented satisfactory in the period, but so many challenges also remains for the last
half period. Therefore the total evaluation on future possibility to achieve the Project Purpose is

rated “B” according to the criteria-described in the section 1.5.2(3).

4.1 Evaluation for Each of the Five Criteria

(1) Relevance

The Project is highly relevant because Santa Lucia River is the source of drinking water for the
metropolitan area. The selection of the Santa Lucia River was appropriate considering the
~ importance of the watershed, distributed geographically in six municipalities surrounding

metropolitan area of Montevideo, in which almost half of population is occupying.

DINAMA is an appropriate implementation agency for a technical cooperation project on water
environment. The objective and the activities of the Project aiming conservation of water
resources are in line with DINAMA'’s mission consisting of the protection of environment under
the concept of sustainable development. The mission also orients to offer better quality of life of
the people and the use of natural resources with awareness on the conservation of ecosystems, in

coordination with relevant stakeholders.

The selection of the Cooperation Institutions was appropriate. With initiative of the participants,
protocol on the water quality monitoring for Santa Lucia River is continuing from 2004, among
the municipalities with administrative jurisdictidn on the watershed area. By the other hand,
DINASA, OSE and MGAP are respectively institutions inherent to hydrology and management
of policy for water resources, water supply and sewerage system, and management of the
agricultural uses of water. Involvement of these institutions in the Project is quite important for

securing the sustainability of the expected outputs.
In September 2009 the law on water resources was approved at the National Parliament, waiting
for ratification by the central government. The law establishes as compétence of MVOTMA and

introduces the concept of watershed management among other stipulations. The outputs of the

Project are expected to be good references for implementation of the law.
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(2) Effectiveness

Effectiveness of the Project is considered to be moderate by the following reasons;

Output 1, regarding development of the management system of water quality and pollution
source control in DINAMA, better collaboration is required with the Environmental Laboratory
of DINAMA, specially in terms of quantity of samples to be processed, in attaining detection
levels according to technical requirements of the Project and in improving results delivery

times.

Because Important Assumption in PDM were not defined sufficiently at the designing stage of
the Project, the achievement of OQutput 2, regarding coordination and collaboration system
among relevant institutions subject to water quality management, is expected to have limited
results under the original PDM. The lack of legal framework with respect to decentralization
makes difficult to involve the municipalities effectively into the initially planned activities of the
Project. Meanwhile, introduction of watershed management concepts under the scenario in the
original PDM requires enormous efforts and resources, also for limited outcomes, thus the

original PDM was revised and objective verifiable indicators (OVI) for Output 2 were clarified.

Outputs 3 to 6 seem to be achieved by implementing the activities planned in the Project, and

will be mainly contributed to the achievement of the Project Purpose.

(3) Efficiency

Efficiency of the Project is moderate by the following reasons;

Progress of activities and achievement of six (6) outputs are at generally satisfactory level at the
mid-term stage of the Project. Some activities has been slightly delayed because DINAMA
counterparts need to deal with their daily works other than the project activities and
coordination with relevant organizations takes time, however, these delays can be recovered in

the latter period of the Project.

There are some additional important assumptions which inhibit the smooth implementation of
the Project, such as the lack of a legal framework with respect to decentralization and delegation
of tasks.

Capabilities of DINAMA counterparts contribute to the smooth technical transfer of advanced

skills and knowledge including pollution load analysis.
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(4) Impact

The Team observed various Impact of the Project.

DINAMA is now better positioned to start discussing various pollution issues with stakeholders,
e.g., protection of water sources with OSE, non-point source pollution with MGAP, etc, because
DINAMA has enough information to present.

Increase of available data on water environment also supports to formulate new projects to
access funds from cooperation agencies.

Some municipalities have shown intentions to use the experiences of the Project to the water

quality management of other river basin.

Municipalities Target river basin
Montevideo and Canelones Carrasco River

San Jose and Florida San Jose River

Lavalleja ‘ Merin Lake affluent rivers

(5) Sustainability

Sustainability of the Project is relatively high from the following view points;

DINAMA has strong ownership for the Project and their capacities are high enough to develop
the knowledge and skills acquired through the activities in the Project by themselves. The
DINAMA counterparts are aware of need to incorporate the necessary cost into the S-year

budget plan being prepared now.

Uruguayan national awareness on the environmental protection and conservation of natural
resources is gradually arising. Recent law bill discussed at the National Parliament had been
approved by unanimous decisions. Following this, vision and mission of DINAMA are in line

with the Project Purpose and Overall Goals.

Regardless of the lack of legal framework with respect to the decentralization on the
environmental affairs,, intention of the municipalities in Santa Lucia River basin to continue the

water quality monitoring assures continuity of collaborative management of water environment.

4.2 Factors promoting sustainability and impact

(1) Factors concerning to Project Planning

One of the focuses of the Project is enhancing capacity of generation of data and information of
water environment which are basis for all actions related to protection of water environment.
Improvement of accessibility to environmental information is expected to promote necessary

measures to be taken by relevant stakeholders.
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(2) Factors concerning to the Implementation Process

Most DINAMA counterparts also work for IDB’s Peoject, and this makes coordination easier
among two projects. Development of Environmental Information System is supported by both
JICA and IDB, and information exchange among two projects cnables to construct

comprehensive database.

4.3 Factors inhibiting sustainability and impact

(1) Factors concerning to Project Planning _

1) Designing of the Project was conducted in the very short period of time in the preparatory
study, so information concerning important assumption such as decentralization policy was not
fully considered into the framework of the Project. It also inhibited to share the common

understandings of the Project among the stakeholders.

(2) TFactors concerning to the Implementation Process

It took time and effort to understand the exact needs of DINAMA and modify the project plan.

4.4 Conclusions
In conclusion, the Mid-term Review Team summarizes the following results (4.4.1), and some

findings from a capacity development perspective (4.4.2):

4.4.1 Results of Mid-term Review of the Project

From the mid-term point of view, the Project Purpose will be achieved at the end of the Project
period. The institutionalization of a coordination and collaboration system among relevant
stakeholders subject to control of water pollution source/water quality management is, however,
rather difficult for local municipality level, because political commitment at high level is

necessary.

Due to the high skills of the staff in DINAMA, the improvement of technology level and the
implementation of technical activities by DECA and DCDA have shown considerable progress,
which were essentially aimed by Outputs 3 and 4. The improvement of management system
related to DECA and DCDA defined by Output 1 is a relatively long process but will be
achieved by the end of the Project. Thus, Outputs 1, 3 and 4 are expected to be achieved by the

end of the Project if the scheduled Project activities are properly implemented.

The information system for the water quality of Santa Lucia River Basin, currently under
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construction, is expected to be completed with various water environment information. In
addition to the point source control, the Project is preparing a pilot study for the reconnaissance
of the impact from non-point sources, which is the great progress of DINAMA’s capacity for
water pollution control. Those are the significant contributions of Outputs 3 and 6, which will

be hopefully achieved by the end of the Project.

It is too early to estimate the achicvement of Qverall Goal at the time of mid-term Review, but
on the basis of the fulfillment of above-mentioned Outputs as well as most part of the Project
Purpose by the end of the Project, the Overall Goal can be achieved if appropriate coordination
and collaboration system among the stakeholders of Santa Lucia River Basin has been
established.

After the reviewing of overall implementation and achievements of the Project in the first half
period of the Project term, the Mid-term Review Team concluded that the Relevance of the
Project is very high, the Effectiveness is moderate, the Efficiency is high, the positive Impacts

are found, and the Sustainability is high.

4.4.2 Findings and Evaluation from a Capacity Development Perspective

Capacity Development (CD) refers to the ongoing process of enhancing the problem-solving
abilities by taking into account all the factors at the individual, organizational and
institutional-societal levels. In the public sector like MVOTMA, as water management authority,
it is very essential to focus on institutions, public policies, and social organizations as well as
improving the competence of individuals and organizations. Because sustainable and effective

outcomes cannot be realized without such a mechanism which is called “enabling environment”.
In this aspect, therefore, the Team analyzed the findings as follows:

(1) Importance of broader approach to solve problems

The Project succeeded in producing visible outputs and human resources development of
DINAMA and is now challenged to contribute to improve policies and institutional setup so that
water pollution control and management of water quality issues in the Santa Lucia River Basin
can get progressively better with practical and sustained solutions.

It is still an ongoing process, but DINAMA. is now expected to play a role of hub on water
environment information of Santa Lucia River Basin, and the Project and all relevant

stakeholders can come together to create a better “enabling environment”.
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(2) Importance of the CD at institutional level
However, there is room to promote a more effective coordination mechanism and institutional
setup, for instance, having stronger involvements at municipal level and enhancing networks

among local authorities in accordance with the present institutional structure.

(3) Accumulation of knowledge and skills through CD at individual and organizational
levels

There are many proofs of capacity improvement at individual and organizational development
levels comparing with the situation before the Project started. At the same time, however,
DINAMA has not yet achieved the level expected by the Project in terms of both quantity and

quality of the environmental management.
Chapter 5: Recommendations and Lessons Learned

As mentioned in the Conclusions in previous chapter, the Project is successfully operating, as a
whole, under the unremitting efforts of DINAMA in particular DECA and DCDA, The Team
reaffirmed that such efforts are the key and shall be sustained in the last half period of the

Project, which secure the achievement of each Qutput as well as the Project Purpose.
5.1 Recommendations

5.1.1 Recommendations to the Project for the activities in last half period

The Mid-term Review Team, in addition, made the following recommendations:

(1) To revise PDM to clarify activities, indicators and external conditions

It is obvious that uncertainty relative to decentralization and/or delegation of environmental
management and institutional setup is the external barrier for achieving the Overall Goals. It is
recommended for the Project administration to revise the column of Important Assumption on
PDM and to propose the necessary action for institutional arrangement on the issue to the upper

echelons of the central government.

It is also recommended to clarify some undefined activities proposed on PDM such as the pilot

project in the Output 5 and case study on non-point source control.

(2) To enhance the communication with stakeholders

More frequent information sharing with stakeholders is recommendable. Some stakeholders
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seemed not to fully understand the effort and progress of the Project. In order to deepen
understanding of stakeholders and seek more involvement, the following actions should be

continued:

1) Use of technical committee in order to fill the gap of manpower of DINAMA, which is
proposed by the Minister.

2) Communication shall be strengthened by letters with stakeholders and high level officers in
MVOTMA and DINAMA

3) Frequent update of information of the Project in DINAMA’s website is recommended, as well
as dissemination of its contents.

4) To support to the Environmental Laboratory of DINAMA, with respect of its analytical
capacities. ‘

5) Coordination with the IDB project in relevant issues.

(3) To follow-up on the concerned legal framework

Recently, the National Parliament approved unanimously the bill of law of water resources
proposed by MVOTMA. The law pﬁrsues formulation and implementation of the national plan
for the water resources, integrating water uses and water quality conservation issue; and the
establishment of the integrated information system considering data on meteorology, hydrology
water uses and water quality and quantity, which are directly or indirectly related to the Project.

The Project should follow closely the development of regulation of the law.

5.1.2 Recommendations to DINAMA \

The amendment bill on the current Decree 253/79 regarding water pollution control contains
activities such as introduction of toxicity tests and concept of mixing zones for the control of
effluents. The current capacity of DINAMA is not prepared for their execution. It is desirable to

analyze how to deal with these issues in the future.

5.2 Lessons Learned

(1) Involvement of a legal section

When planning activities of the projects, feasibility should be carefully considered from legal
view points, since it is difficult to conduct activities which are not clearly supported by laws or
regulations. Involvement of a legal section may be a effective solution in order to motivate

necessary changes of laws and regulations.
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ANNEX 3

LIST OF COUNTERPARTS
FOR THE PROJECT ON WATER POLLUTION CONTROL AND MANAGEMENT OF

WATER QUALITY IN THE SANTA LUCIA RIVER BASIN
(AS OF THE END OF SEPTEMBER 2009)

~ Name

Role in the Project

Position

Alicia Torres

Project Director

National Director of National Direction of
Environment (DINAMA)

Silvia Aguinaga

Project Manager

Director of Division of Environmental Contro!
and Performance, (DINAMA)

Luis Reolén Project Manager Director of Division of Environmental Quality
Evaluation, (DINAMA)
Magdalena Hill Project Coordinator Former Director of Division of Environmental

Quality Evaluation, (DINAMA)

Gabriel Yorda

Technical counterpart

Chief of Quality Department

Rosario Lucas/ Juan Pablo Peregalli

Technical counterpart

Chief of Emission Control Department

Virginia Fernandez

Technical counterpart

Chief of Environmental Information System

Alejandro Cendén

Technical counterpart

Expert appointed to Quality Department

César Garcia

Technical counterpart

Expert appointed to Quality Department

Javier Martinez

Technical counterpart

Expert appointed to Quality Department

Gerardo Balero

Technical counterpart

Expert appointed to Emission Control
Department

Juan Pablo Peregalli

Technical counterpart

Expert appointed to Emission Control
Department

Imelda Ramos

Technical counterpart

Expert appointed to Emission Control
Department

Sandra Castro Technical counterpart | lab expert

Rosina Segui Technical counterpart | GIS Technical Staff

Carla Brunetto (OSE) Technical counterpart | Water Quality and Pollution Source Expert
Luis Nicola (OSE) Technical counterpart | Water Quality and Pollution Source Expert
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Project Design Matrix (PDM)

Implementation Agency. National Directorate of Environment (DINAMA)

Cooperation institutions: QPP, DINASA, OSE, MGAP, IMM, IMC, IMSJ,

Project Period: April 2008 to March 2011 (Three Years)

Project Site: The Santa Lucia River Basin of siv municipalities (IMM, IMC, IMSJ, M Florida, IML, IM Flores) ard Pande

Project Title: The Project on Water Poliution Control and Management of Water Ouazlity in the Santa Lucia River Bagin

IM Florida, IML, 184 Fioves

ANNEX5

Version: 20090519

Narrative Summary Ohjectively Verifiable Indicators Means of Verification Important Assumption
Overall Goal
- Measures to improve water quality of Santa Lucia - Number of measures taken for improvement of water quality of |
River Basin are taken. Santa Lucia River Basin
- Cooperate and strengthen the programs and - Status of establishment of poliution control / water quality
projects of pollution controt and water quatity management system. Hearing from C/P
management in cooperation with actors invoived,
for prometing improved environmental management
in other river basin
Project Putpose
The capacity of DINAMA and other institutions q, Status of implemertation of Action Plan to improve pollution The Action Plan The Government of
invalved with respect to water pollution control /|~ control manacement svstem Uruguay proactively
waler quality management for Santa Lucia River| » Status of utilization of coordination and collaboration system|  gyn (oonrg. gperation record | 2d0Pts the result of the
Basin is strengthened. amona instituticns involved Project.
3. Status of information sharing among relevant institutions A |
4, Status of cata management related to poilution control Monitoring repasre
databases
£, Actual performance of instruct.on to poliution sources Instruction records
Qutputs
gt rosard ol aiang | O NAMA'S policy on
The management system of DINAMA with respect ) - fpinonlaRa-esoid ot raling || o quality
. b The number of 5 s, training courses andior moestngs and BRUFSES L
1 to pollution source control/water quality 1.1 - . conservation is
management is developed the number of atiandanis partisisants Records of semenare, training intained
) courses andior meatings maintained.
12 Centents of poliution control capacity assessment & the Report on pollution control
T i capacity assessment
1.3 Contents of the Action Plan The Action Plan
The coordination and coliaboration systerm among
. releva_mt institutions subject Ato control of wah_ar 21 Conten's of issues to be solved Discussion records
pollution source/water quality management is
established. )
2.2 Contenis of coordination and collaboration systermn Records Pf suC mgetlngs and
23 Gontenisal conseasys-liding Egeords 2 i,
' EORSHIRENE-AnouEant
3 The capacity of DINAMA and other institutions X The number of seminars, training courses and Records of seminars, training
' involved with respect to water monitoring system of| = the number of patioants courses and/or meelinos
river and effluent is strengthened. 3.2 Contents of issues ta be salved Discussion records
3.2 Contents of monitoring nian Monitoring plan
N iy oo A3t e 0 alities - '
34 A‘“’j: of ?k ot o e sl Monitoring reparisrenards
35 Number of analyzed waier and sediment sample and parameters
" in laboraterv and accuracy of znalvsis
Soetinroton g b g e g e e St .
35 Redut GBI AL ERREE 2 :
fhagin discharoed
The capacity of DINAMA and other institutions
4 involved with respect to data compilation, analysis. a1 The number of zemirars. training courses aie Recards of seminsrs, training
and evaluation subject to water pollution source! riumber of courses ana meetings
control is strengthened.
4.2 Conten’s of pollution source irventory list Poliution source inventorv fist
a3 Number of monitaring data at individual pollution sourze and the Monitoring sspasts-record on
7 contents individual pollution source
4.4 Contents of the result of analvsis Reports on data analvsis
5 The capacity of DINAMA with respect to inspection, 51 The number of se Records of s¢ s, training
’ evaluation and enforcement subject to poliution| ~  the nurber of cae courses and mastinas
source management is strengthened. 5.3 Contents of issues to ba solved ! Discussion records
’ P iar condrol sirategy
5.3 Contents of setarsl s Homaralreanuals Repors
st studv
54 Resowds-of seminars
The integrated information systems with respect to Contents of basic data and information on poliution sources and Gli-hase mag
6. water pollution control / water quality management| 6.1 water guality Watsr guality and poliuton
is constructed and used. anroe datanasas
Bociment-on-hasic-desigr-of
. intageat 15
vation relaisd b .
ST TSR DiMNAMA's Emdronmensal
information Sysiem

PDM - 1




inputs

Activities

Japan Side

Uruguay Side

1

3.1

OUTPUT 1

DINAMA verifies current pollution control system
1.1 including laws and regulations, institution, staff,
responsibility and capacity.

DINAMA and other institutions involved acquire
knowledge on systermn and structures with regard to
pallution cantral through training courses and other
adequate manners.

DINAMA devetops an Action Plan ta enhancge the
1.3 system and structures with regard o poilution
controt. B

DINAMA carries out the abave-mentioned Action
1.4 Plan ta improve pollution control management
system.

OUTPUT 2

DINAMA and other institutions involved identify the

21 issues to keep SYC working in sustainable manner.

8YC considers and determines the coordination and
2.2 collaboration system amaong other institutions

invalved.

The Technicat Committee composed of DINAMA
2.3 and other relevant institutions conducts

coordination and collabaration activities defined by

The institutions involved confirms the sustainabie
2.4 coordination and collaboration system based on the

result of 2.3.

OUTPUT 3

DINAMA and institutions invalved strengthen
knowledge and technotogies with regard to
monitoring of river water and effluent from poliution
source through training courses and other means

31

DINAMA verifies river water and pollution source
manitoring

3.

[¥]

DINAMA reviews monitoring plan on river water and
pollution sources based on item 3.2.

DINAMA and other institutions involved implement
monitoring according to the revised plan.

A - scauEs e thet ) i RS
P e 2 a6 MR

E RIS i Orer b

Ak
ravater and-effiuanis.

DINAMA labasatery-strengthens the capacity to
process data and make them available for-GIS
Envirsnmentat information System,

T
@

OUTPUT 4

DINAMA acquires technology of data analysis and
evaluation through training courses and other
means.

4.

=

DINAMA reformulates pollution source inventory

4. list.

K

DINAMA collects and analyzes monitoring data

43 according to types of pollution sources.

JICA Experts

« Leader (Capacity development at institutional and institutionat

level)

+ Water poliution source control

= Analysis and evaluation of monitoring data

+GIS

+ Lab chemical analysis

+Computer system and software for GI$

~E i IBESUR Fow G ]

+Cost for JICA Expert, sentinars, training courses and
publications

Materizls for training course, publications and printed materials

POM. 2

- Technical and administrative
counterpart personne! to JICA
experts
PALSIE o E ion

- Land, buildings and facilities
necessary for the implementation
of the Project

-Facilities mutually agreed upon
as necessary

- Office space and necessary
facilities for the JICA experts and
related mambers

- Operational cost for Project
(transportations for the project
activities, chemical analysis cost,
travel expenses for counterpart
personng!, administration cost)

Counterparts remain
assigned to carry out the
activity.

Appropriate budget is
continuously aliacated.
The relationship among
DINAMA and
stakeholders continues
to be cooperative.

Pre-Conditions

The cemmitment of
DINAMA is secured for
continuing efforts ta
realize water quality
control/ management




DINAMA acquires the capacity to describe the
4.4 dynamics of water pollutants in the Santa Lucia
River Basin.

] OUTPUT §

DINAMA acquires knowledge and technologies with
5.1 regard to control pollution sources thraugh training
courses and other means.

DINAMA identifies its gaps in terms of its capacity
5.2 to inspect, evaluate and enforce the regulations
relative to pollution sources.

DINAMA waorks in relation to the gaps identified in
" the item 5.2

DINAMA propares ssotoral manuais o minimize the
55 pafidtion-pading-ameunt.

T DINAMA implements 2 poliution control pilot study
in ordar to gair practica | ation for poHution
DINAMA disseminates the knowledge and
technologies to poliuters with regard to pollution
source controf and cleaner production through
seminars and other means.

5.6

6 OUTPUT 6

DINARMA-collests-tha-ink

LRt : a
E - 2 §

6.1

DINAMA and ather organ

opinions about envisormental infe reeds.

DINAMA complies and organizes the basic data
6.2 and information on poliution sources and water
quality on the Santa Lucia River Basin-fa=Gi&,

DINAMA canstructs the Gig-water quality
6.3
databasemadidis.

DINAMA constructs the Gi8-seilutast-maduls
ocilution source database.

DUNARIA-prepares-the basie design-slintegrated
[wATS

t3

65

dutabase

POM -3
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Appendix 2

LIST OF ATTENDANTS

< Ministry of Housing, Use of Land and Environment (MVOTMA) >

Mr. Carlos Colacce

Minister

<National Directorate of Environment (DINAMA)>

Mr. Jose Luis Genta
Mr. Luis Reolon

Ms. Silvia Aguinaga
Ms. Magdalena Hill

< JICA Mission>
Dr. Mitsuo Yoshida
Ms. Eriko Tamura

Mr. Choshin Haneji

<JICA Uruguay>
Mr. Yoshikatsu Sato
Ms. Naomi Hirol

<JICA Expert Team (JET)>
Dr. Itaru Okuda
Mr. Shunsuke Hieda

Responsible for DINAMA

Director of Environmental Quality Evaluation
Division

Director of Environmental Control and Performance
Division

Environmental Quality Evaluation Division

Senior Advisor, HICA

Senior Program Officer, Global Environment
Department, JICA

Environmental Chemistry & Management

Consullant, Japan Development Service Co., Ltd.
(JDS)

Resident Representative, JICA Uruguay
Technical Cooperation, JICA Uruguay

Chief Advisor
JNICA Expert
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