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EBEMER (ANNEX-8)

ficiency of

Organize task force consisting o

f Technical Service Department (Maintenance

Taskforce 1-1 | Section), Water Production Section (responsible for pilot WTP) and operators Completed
of pilot WTPs.
Prepare a list and specifications of equipments and drawings (amangements
1-5 |and dimension of the facilities, flow diagram, and wiring, etc.) in the pilot Completed
WTPs. )
Compile and input the basic data of pilot WTPs to the computerized database
Operation of the 4 pilot 16 of pilot WTPs. Completed
water treatment plants is
conducted in accordance 17 Conduct seminars o counterparts related. (Information sharing, emergency c leted
with developed manual measurement, eic) omp
and standard operation
procedures. 18 Prepare operational manuals and standard operation procedures for pilot Completed
WTPs.
In Progress

Conduct training for other WTPs.

(by Nov 2010)

Plant down time specific
o ‘breakdown

Prepare manuals for dismante, assembly and repair works at the workshop

maintenance’ is
shortened for each 4 pilot
water treatment plants.

(Target should be set for
each treatment plants.)

12 and machine shop, and manuals for on-site repair works. Completed
1-3 |Make suggestions for improvement on inventory ledger for parts. Completed
18 In Progress

Evaluate the current condition of facilities and equipments in pilot WTPs,

(by Jul 2010)

Daily and regular
inspections/ maintenance
are conducted and

1-4

For computerized data management of WTP revise formats of daily and
regular inspection sheets and develop work flow processes of repair request
and repair complstion.

In Progress
(by Jui 2010)

reported in standardized
template at Divisional

Offices.

Conduct seminars fo counterparts related. (irformation sharing, emergency
measurement, ete)

Completed
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Varifiablédndicators: | o T Activities (PO)
(Water Quality Management)Water Quality Management is strengthened.
’ Organize task force consisting of Quality Assurance Department and Water
0 |Taskforce 2-1 {Preduction Section including Manager and Team Leader (responsible for pilot Completed
WTP).
2.8 Conduct jar testing and chlorine demand {consumption) testing of the raw Completed
~ iwater of pilot WTPs.
Optimum chemical 2-7 {Develop the chemical dosage manual based on the results of activity 2-6. Completed
dosage is specified and
1| applied at four pilot :
plans. 2.8 Prepare water quality testing manuals for WTP operators and mobile Completed
operators.
2.11 1S(t)rengthen existing training course on water quality based on activity 2-7 o 2- Completed
2-2 |Revise the internal water quality testing procedure. Completed
2-3 {Revise the drinking water quality database. Completed*
2-4 [Strengthen the chemical water quality monitoring. Completed**
Water quality data is
2 timely coflected and 2.5 Conduct seminars on water quality testing, quality assurance and quality Completed
recorded in the control procedures for the laboratory staff in both divisions. P
database.
" " N . In Progress
2-9 |Procure necessary equipment for water quality testing of the pilot WTPs. (by Jul 2010)
. . . . P in Progress.
2-10 {Improve record keeping and inspection of water quality data in pilot WTP. (by Jul 2010)
211 1S(t)rengthen existing training course on water quality based on activity 2-7 fo 2- Completed***
Conduct seminars on water quality testing for WTP operators, mobile In Progress
Operators at other water | 2-12 .
treatment plants and operators and sample takers based on activity 2-11. {by Nov 2010)
3 ;ngbvle operators are Conduct training on water quality management at the pilot WTPs based on In Progress
rained to manage water | 2-13 chivity 2-11 (by Nov 2010)
quality. (Target:50 a i Y
gpe::';g:: and mobiie 2-14 Revise the training course on water quality based on the results of 2.12 and In Progress
perators) 213, : {by Nov 2010)
* database was created for Western Division, but LabMIS is needed to improve.
** : formulating sampling plan is still in progress.
*Hk

: Training materials prepared by JICA expert were revised based on conducted training.

Conduct hydraulic analysis of the service areas from Hope WTP and

trained NWC staffs.

Water supply is improved 31 Logwood WTP. Completed
with designed water -
supply management plan Design water supply management plan of the service areas from Hope WTP
11 . 3-2 Completed
in the service areas of and Logwood WTP
Hope WTP and Logwood
WTP 2.3 Examine the water .f.upp!y management plan using existing facilities and Completed
develop the hydraulic manuals.
Water supply . .
management plan at 3-4 |Select other service areas to design water supply management plan. Completed
2 [additional two service
areas are developed by 3-5 |Design water supply management plan for the other setvice areas. Completed
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Annex-10 List of Manuals developed by the Project

at Manl el tobe used
Sep. 2008 Manuals for Assembly and Repair Works Maintenance
Sep. 2008  |Manuals for Installation Works Maintenance
Sep. 2008  {Chemical Dosing Manual Water Production
Sep. 2608 | Water Quality Testing Manual for WTP Water Production
Sep. 2008  {Revised Internal Water Quality Testing Procedure Water Quality
Sep. 2008  |Manual of Hydraulic Analysis NRW
Mar. 2010  }Internal Water Quality Procedure Water Quality
May. 2010  {Pump Stations Design Manual | 1}\3; gigi:j:cge
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Mr. Fern Hamilton Vice President, Human Resource Development and Administration
Mr. Lewis Lakeman Assistant Vice President, Systems Development and Planning
Mr. Billy Meikle Manager, Technical Services, Eastern Division

Mr. Patrick Hunter Manager, Maintenance, Eastern Division

Mr. Colin Roach Manager, Non-Revenue Water, Eastern Division

Mr. Jermaine Jackson Manager, Water Production, St. Catherine

Mr. Eaton Lindsay Manager, Water Production, Kingtston and St. Andrews

Mr. Marvin Hamilton Team Leader, Production, Eastern Division

Mr. Erron Reid Team Leader, Maintenance, Eastern Division

Mr. Calvert Selby Senior Technical Officer, Water Quality, Eastern Division

Ms. Wendy Harrison Laboratory Analyst, Eastern Division

Ms. Dawn Bryan Training Coordinator, Eastern Division

Mr. O’niel Shand Manager, Technical Services, Western Division

Mr. Curtis Thomas Manager, Maintenance, Western Division

Ms. Nadine Patterson Manager, Water Quality, Western Division

Mr. Kevin Kerr Manager, Water Supply Management, Western division
Ms. Dionne Sampson Manager, Water Production, St. James/Trewany

Mr. Anthony Fairclough Manager, Water Production, Hanover/Westmoreland

Mr.

Dwain Wright Team Leader, Mechanical Engineer, Western Division

Mr.
Mr.
Mr.

Gregory Wilson Senior Technical Officer, Water Quality, Western Division
Michael Hyde Senior Technical Officer, Water Quality, Western Division
Carlton Green Engineer, Western Division
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Billy Meikle Manager, Technical Services, Eastern Division
Patrick Hunter Manager, Maintenance, Eastern Division
Colin Roach Manager, Non-Revenue Water, Eastern Division

Eaton Lindsay Manager, Water Production, Kingtston and St. Andrews

Erron Reid Team Leader, Maintenance, Eastern Division
Aubrey Williams Team Leader, Mechanical Engineer, Eastern Division
Dwayne Francis Team Leader, Non-Revenue Water, Eastern Division

Dawn Bryan Training Coordinator, Eastern Division
O’niel Shand Manager, Technical Services, Western Division

Curtis Thomas Manager, Maintenance, Western Division

. Nadine Patterson Manager, Water Quality, Western Division
Kevin Kerr Manager, Water Supply Management, Western division
. Dionne Sampson Manager, Water Production, St. James/Trewany

Anthony Fairclough Manager, Water Production, Hanover/Westmoreland

. Dwain Wright Team Leader, Mechanical Engineer, Western Division
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Respondent: Lewis Lakeman

The Terminal Evaluation of the Project for Capacity Building of Water Maintenance in
Jamaica
Questionnaire for the Project Manager

Dear Sir,

This is a questionnaire for the terminal evaluation of "Project for Capacity Building of Water Maintenance in
Jamaica" by NWC/JICA, which started in March 2007. With less than five months remaining before the
termination of the Project in November 2010, we are now conducting evaluation of the varjous aspects of the
Project implementation, based on JICA Evaluation Guideline.

This questionnaire is expected to be responded by the representative of the Project who is totally responsible for
implementation of the Project, as official views, so please provide answers carefully in consultation with
responsible persons for each item and Japanese Experts, if appropriate.

Thank you for your cooperation. JICA Evaluation Team

1. Questions about Relevance

1) Provide the outline of the latest Water Sector Plan under the framework of
Vision 2030 Jamaica, if available. How relevant is the Project to the plan?

Jamaica Water Sector Policy : The function of the NWC and its interaction with other water sector
participants are governed by the Jamaica Water Sector Policy.

Vision 2030 Jamaica is our country’s first long-term National Development Plan which aims to put
Jamaica in a position to achieve developed country status by 2030. It is based on a comprehensive
vision: “Jamaica, the place of choice to live, work, raise families, and do business”.

Vision 2030 Jamaica aims at enabling Jamaica to achieve developed country status by 2030. It is
based on seven Guiding Principles which put people at the centre of Jamaica's development.
These are: transformational leadership; partnership; transparency and accountability; social
cohesion; equity; sustainability; and urban and rural development. They give priority attention to
elements that are essential to delivering a world-class quality of life for all Jamaicans and reflect the
key pillars of change needed to realize the Vision for our Nation.

Operationally, the four National Goals of the Plan are mapped into 15 National Qutcomes, which in
turn will be pursued through National Strategies. The National Outcomes reflect the desired
changes in development conditions and, when accomplished, lead to the achievement of the
National Goals. Each outcome is aligned to a specific goal, and collectively they provide the
roadmap for achievement and success under Vision 2030 Jamaica. The role of NWC falls under
National Outcome No. 9.
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National Outcome # 9: Strong Economic Infrastructure

National Outcome # 9 states that high-quality infrastructure facilitates the efficient movement of persons,
goods, services and information, increases the productivity of economic processes and contributes to
balanced and sustainable spatial development. Vision 2030 Jamaica will ensure the development of
world-class transport, telecommunications, water supply and sanitation infrastructure that contributes to
the competitiveness of our producers and improved quality of life for our people.

The JICA Technical cooperation Project - Capacity Building for Water Maintenance at the NWC' is
relevant to the Plan as the National Water Commission has been making substantial and major
investments to upgrade and modernize its physical infrastructure and operation. This is being done
through its Major Capital Development Programme which includes the Jamaica Water Supply
Improvement Project (US$200.00M), Kingston Water & Sanitation Project (US$ 40.0M.) and the
Kingston Metropolitan Area Project (US$85.0M). Also, the NWC has number of plans in place to
enhance its facilities which it is currently in dialogue with Multi and Bilateral Agencies to secure loan
and grant financing.

It is anticipated that an improvement in the Commission’s service delivery will be seen based on these
level of investment. To complement these capital works, the training of NWC'’s staff under the JICA
programme is considered extremely important to the NWC as it addresses the soft component (capacity
strengthening and institutionalization) of the Plan. The training of NWC's staff in the disciplines of Water
Supply Management, Water Quality Control and Assurance, Water Treatment Plant and Operation will
go a far way to enhance the skill sets and competence levels of the NWC staff to efficiently and
effectively manage and operate its facilities.

2) If any other important government policies on water sector, which may affect
the Project, have been recently announced, provide the outline of them.

There are no recently announced policies which would have impacted or affected the project.

2. Questions about Effectiveness

1) If there are any factors which have been hindering or slowing down the Project
implementation, explain about them with actions which have been taken.
One the activities which has been affecting the implementation of the project is inadequate
Equipment at the water treatment plants. Arrangements are in place to have the procurement of
these be undertaken through the NWC’s Major Capital Development Projects ( i.e. JWSIP —
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BNPP/VINCI , KWSP- IADB ) which are now underway.
2) Likewise, if there are any factors which may hinder or slow down the Project
implementation in the future, explain about them with possible actions to be taken.

One of the main findings from the project is that current organization structure and reporting
relationship for some areas may impact on the progress of project implementation. The
Human Resources Department is aware of the matter and we have been working closely with
the Divisional Vice Presidents on how best to resolve the matter.
The NWC will also have to consult with its various stakeholders (i.e. the Labour and Trade
Unions) prior to effecting these changes.

In addition, the NWC is in the process of undertaking an evaluation of Request for Proposals
for the engagement of the services of a Management Consultant to undertake the re-job
reclassification exercise.

Under the JICA Project for Water Supply Management, NWC staff was trained using
the watercadd software for hydraulic modeling. However, the NWC currently uses and
upgraded hydraulic model called waterGEMS. Training of these personnel under the
JICA Project will have to be retrained by NWC on the application of the waterGEM.

In this regard, the NWC has been planning workshop/seminars with the Agent of the
software to held in July /August 2010 in Jamaica.

3. Questions about Efficiency
1) PDM was revised after the Mid-term review of the Project in June 2009. How
has the revision of PDM affected the Project so far?

The targets are now clearly outlined and defined. The set of targets/ verifiable indicators and means
of verification were identifiable and are achievable with in the available resources of the NWC.

2) In general, is communication between Japanese Experts and Jamaican Counterpart

Personnel (C/P) good and frequent enough?
Communication and working relationship between the NWC counterparts and Japanese
Experts has been good. This enhanced and done via by the following media:

»  Steering Committee Meetings with Team Leader of Task Force Teams

> Task Force Group Meetings with Team Leaders and Task Force Members

> One-one Meeting Weekly meeting with JICA Expert & NWC Project Manager

»  Emalil
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3)

4)

Is equipment provided by the Japanese side for the Project activities properly installed and
fully utilized?

The installation of equipment are in general in good working conditions with the exception of the
two lon Chromatograph Instruments. The NWC is in direct contact with the DIONEX’s Service
Department. The Service Team is scheduled to be in Jamaica shortly to effect the repairs to the
instruments. The NWC await Dionex schedule for there arrival.

Has Joint Coordinating Committee (JCC) been functioning properly? Elaborate the effects
of JCC’s function (advices, direction, etc.) on the Project.

The JCC has been functioning properly and has been effective in advising/recommending to the
NWC, strategies to ensure the sustainability and institutionalization of the project activities with in
the NWC. These strategies/advice can be obtained from the Minutes of Meetings (four meetings)
which has been held to date.

4. Questions about Impact

1)

Have there been any impacts/side effects of the Project, either positive or negative, which were not
directly expected at the planning stage of Project? Those impacts could be institutional, social,
environmental, economical or technological.

> The findings of the JICA Project were one of the reasons for the establishment of an Energy
Steering Committee in the NWC. The Project revealed reduction in electricity consumption
and savings in water losses at some of the Pilot Water Treatment Plants. The work
methodology/approach and findings of the Water Supply Management component of the
project is being used to advised and inform the Committee on how to achieve electricity
reduction and reduction in water losses.

» The recommendation of the project has influenced the NWC's decision to re-structure the
NRW Department to Water Supply Management Department wherein, the Department’s
functions will be expanded to address the overall operation and efficiency of water treatment
supply schemes.

> Adequate allocation of time is required for the planning and implementation of the project

activities
Many internal consultation and meetings were held with

Y

> Ensure task force leaders and members were aware and fully informed of there role and
function.

> Key Management staff were aware of the project objectives deliverables and including key
project milestone targets of the Project Design Matrix.

> The need for an on-going structured training programme for the sustainability and
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institutionalization of the project activities.

5. Questions about Sustainability

1)

2)

Please provide budget planning and expenditures of NWC since 2007, and budget planning
for the near future, if available.

If there is a plan to modify organizational structure of NWC in the near future, provide the
outline.
The NWC is scheduled to undertake a job re-classification exercise. To this end, the evaluation of
Request for Proposals for the engagement of the services of a Management Consultant to
undertake the job reclassification exercise is currently underway.

In addition, the NWC under the directive and auspices of the Transformation Programme of

the Office of the Prime Minister has established a Transformation Team within the NWC

where in, the Commission’s organization structure, reporting processes /relationships, staff
performance etc. will be assessed, of which the findings will be implemented.

3) Please illustrate the situation of job turnover (leaving job) of NWC staff, with data of
recent years. Historically, the job turn over at the NWC has been in general low.

Information/data on this is being correlated.

On Recomimendations of Mid-term Review
Has the Project so far taken any measures to respond to recommendations of Mid-term
Review in June 2009? Explain the measures for each of seven recommendations (please
refer to the Mid-term Review Report).
(1) Strengthen Public Relations
Information on the project has been communicate via the following media:
Print i.e. NWC's Newsletter including East and West, Radio - News releases, NWC ‘s
Intranet etc.
In addition, a number of sessions were held with Senior Executives of the NWC including the
Divisional Personnel Managers and Training Coordinator to sensitize them of the current and
future project activities. Specific/ functional tasks which will have direct impact on the a
particular Department (NRW) was held with key senior personnel.

A number of initiatives have been undertaken; Meetings where held with the Senior

Executives of the NWC on the seven point recommendations, in addition, they have

_97_



been kept abreast of the progress of the project activities via Minutes meeting etc.
These Senior Executives are as follows:

- Vice President Project Implementation

Vice President Human Resources Management & Administration

- Vice President Corporate & Strategic Planning

Vice President Operations ,Eastern Division
Presentation was made at each year of the NWC ‘s Budget Presentation Meeting where

all NWC Senior and Middle Managers are in attendance.

(2) Take measures to Ensure Technical sustainability
The Training Unit through the HRDA Department has been spearheading
the ‘roll out’ of the training activities. A Master Training Schedule is
prepared. Training materials and literatures have been prepared and are in
the possession of the Training Unit. The Training Unit has been working

with the Master Trainers on the roll out of these training activities.

Once training activities are advanced, the NWC will be implementing a
mechanism to measure and monitor the effectiveness and impact of the

training activities on the Commission.

(3) Strengthen involvement of the Senior Management
A number of sessions/meetings have been held with some of the key Senior Executives
of the NWC on the seven point recommendations, in addition, they have been kept
abreast of the progress of the project activities via Minutes meeting etc. These Senior
Executives are as follows:
- Vice President Project Implementation

- Vice President Human Resources Management & Administration

Vice President Corporate & Strategic Planning
- Vice President Operations ,Eastern Division
Some of these senior manager attend the Joint Steering Committee Meetings and have

been attending the Task Force Team meetings.
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(4) Ensure Financial Allocations for Necessary Equipment
Arrangements are in place to have the procurement of these be undertaken through the
NWC’s Major Capital Development Projects ( i.e. JWSIP — BNPP/VINCI , KWSP- IADB )
which are now underway.
An allocation in each year's budget will be made for the future roll out of the project activities.

(5) Develop Information Framework on Water Supply Management Plan
The NWC has recognized the need for a Centralized Unit/Department for a Water Supply
Management from which a ‘structured” WSM Plan can be developed for the NWC. To this
end, the NWC has commenced the strengthening of the Divisional Units by:

- Changing of the names of the two Divisional NRW Managers to Water Supply
Management.

- Commence the process of employment of a Water Distribution Engineer with specific
expertise and responsibility in Hydraulic Modeling and Analysis. This person will be
employed to the WSM Department and report to the Department Manager for Water
Supply Management Department.

- Procurement of waterGEMS hydraulic Model software for two Divisional Water Supply
Management Units.

- The intention is to have an organic link/synergy between the Engineering Department
and the eight Operational Areas via the two Divisional Water Supply Management Units.

(6) Institutionalize Training
Please see Iltem No. (2)

(7) Revise the Project Framework and Scope
The NWC has been working towards fulfilling and satisfying the targets which were
established in the PDM by the JICA Monitoring Mission Team in June 2009. The results of
PDM are presented in Progress Report No.4.
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