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Summary of the Evaluation Results

1. Outline of the Project

Country: Oriental Republic of Uruguay Project title: The Project on Water Pollution Control
and Management of Water Quality in the Santa Lucia
River Basin

Issue/Sector: Environmental Management Cooperation scheme: Technical Cooperation

Division in charge: Global Environment | Total cost (as of Nov 2010): About 200 million yen

Department
Period of Cooperation: April, 2008 — March, | Partner Country’s Implementing Organisations:
2011 National Directorate of Environment(DINAMA)

Japanese Cooperating Organisation(s): Nippon Koei
Co. Ltd., Ministry of Environment

Related Cooperation:

+ Development Study: The Project on Capacity
Development for Water Quality Management in
Montevideo and Metropolitan Area (2003.10-2007.1)

1-1 Background of the Project

The Oriental Republic of Uruguay is a country with an area of 176,000 km?, and a population of
about 3.30 million. Although the Santa Lucia River basin hosts only 12% of the total population, over
60% of the population 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 Lucia River. The sources
of pollution include sewage, industrial wastewater, leachate from solid waste, as well as runoff from
agricultural fields as its non-point source. In order to control pollution, Uruguay has been implementing
various measures, such as construction of sewerage 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” (hereinafter referred to as “the Project™)
in March 2008.

The Project started from April 2008 with 3 years’ of cooperation period (until March 2011) and it is
now being implemented with 5 JICA Experts dispatched (with areas of expertise being Chief Advisor/
Capacity Development, Monitoring/ Pollution Control (Management), Inspection/ Pollution Control
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(Treatment), Data Analysis/ Evaluation/ GIS/ Coordination and Water Analysis/ Coordination). In the
course of the Project implementation, the Joint Mid-term review was performed in October 2009. Based
on the result of the Mid-term review, the Project had modified the PDM and continued the Project
activities. As the cooperation period of the Project will terminate in March 2011, the terminal evaluation
has been planned in November 2010 in order to verify its achievement.

1-2  Project Overview

This Project is aiming at capacity strengthening of DINAMA with respect to water pollution
control/water quality management in Santa River Basin, through waste water/river water monitoring,
data compilation and analysis, and enforcement activities with related organizations.

(1) Overall Goal:
1. Measures to improve water quality of Santa Lucia River Basin are taken.
2. 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.

(2) Project Purpose: Capacity of DINAMA and other institutions involved with respect to water
pollution control/water quality management for Santa Lucia River Basin is strengthened.

(3) Qutputs:

1. 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. Capacity of DINAMA and other institutions involved with respect to water monitoring system of
river and effluent is strengthened.

4. Capacity of DINAMA and other institutions involved with respect to data compilation, analysis
and evaluation subject to water pollution source control is strengthened.

5. Capacity of DINAMA with respect to inspection, evaluation and enforcement subject to
pollution source management is strengthened.

6. The integrated information system with respect to water pollution control/water quality
management is constructed and used.

(4) Inputs (as of Nov 2010)
Japanese side:

+ Japanese experts
Short-term: 5 persons (46.47MM) * Includes anticipated placement up to March 2011

+ Training courses: 1 person participated in Training and Dialogue Programs

+ Equipments: About JPY 2 million

+ Support for Local Activity Cost: About JPY 28 million (seminars, training courses,
sub-contract work and publications)
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Uruguayan side:
» 20 personnel from DINAMA (2 from National Directorate, 7 from DCDA, 10 from DECA and
3 from laboratory); 2 personnel from OSE
* Project Office: two office spaces within DINAMA
- Office facilities: access to the computer network, telephone line, printer, fax and photocopy
+ Cost-sharing of operational expenses: sampling, chemical analysis, utilities, workshops,
internet access, travel expenses for counterpart personnel

2. Outline of the Final Evaluation Team

Evaluation Team | Japanese Side:

1. Leader, Mr. Mitsuo Yoshida, Senior Advisor, Japan International Cooperation

Agency (JICA)

2. Cooperation Planning, Mr. Mimpei Ito, Environment Management Division I,
Environmental Management Group, Global Environment Department, JICA

3. Evaluation Analysis, Ms. Yuko Tanaka, Consultant, VSOC Co. Ltd.

Uruguayan Side:

1. Mr. Jorge Rucks, National Director of National Directorate of Environment
(DINAMA)

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

3. Mr. Luis Reolon, Director of Division of Environmental Quality Evaluation

(DINAMA)
4. Ms. Magdalena Hill, Project Coordinator (DINAMA)
Period November 2, 2010 — November 22, 2010 Type of Evaluation: Terminal

3. Summary of Evaluation Results

3-1 Achievements
(1) Likelihood of Achieving the Project Purpose

Project Purpose: Capacity of DINAMA and other institutions involved with respect to water pollution
control/water quality management for Santa Lucia River Basin is strengthened.

As a result of the Project implementation, the capacity of DINAMA with respect to water pollution
control/water quality management for Santa Lucia River Basin has been strengthened. The capacity of
DINAMA and the relationship with other institutions have been amplified and strengthened. In terms of
capacity of other institutions, Project has promoted the coordination and collaboration between
DINAMA and other institutions although there is little tangible outcome. Therefore, the Project Purpose
is almost achieved in terms of capacity of DINAMA. However, in terms of other institutions, the
achievement of Project Purpose has not been measured, since the Project design did not anticipate the
indicators to do so.

Taking account of the level of achievements of each output, as well as the results of the interview and
the questionnaire, it is verified that the Project purpose is mostly achieved. Most of the activities
identified in the Action Plan have been either completed or are close to completion (Indicator 1).
Coordination system among relevant institutions has been promoted through increased communication
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with relevant institutions including OSE, DINASA, MGAP and target municipalities (Indicator 2).
Information sharing is also enhanced in terms of data on pollution sources and water quality in Santa
Lucia River Basin (Indicator 3). Regarding data management related to pollution control, basic data and
information including database was reconstructed (see Section 3.2.2, Output 6) and the migration of
data from the old to the new database system is expected to be incorporated by January 2011 (Indicator
4). In terms of actual performance of pollution control (Indicator 5), about 180 inspections were carried
out for SADI-related industries in 2009, 45 of which were from Santa Lucia River Basin. In addition, a
large number of inspections were carried out on non-SADI industries as well. Moreover, the
self-reporting system of SADI related industry has been strengthened by an introduction of
Environmental Operation Report called 1AO in December 2009™.

(2) Level of Achievements: Outputs

Output 1: Management system of DINAMA with respect to pollution source control/water quality
management is developed.

Output 1 has been mostly achieved. In total of 67 meetings/ seminars were held with 591 participants
(Indicator 1.1), which contributed to the achievement of Output 1. Capacity assessment of DINAMA is
carried out in 2008 focusing on institutional, organisational and individual aspects (Indicator 1.2). Based
on the capacity assessment, the Action Plan® was developed in October 2008, and most of the activities
are either completed or are in the process of finalisation (Indicator 1.3).

Collaborative relationships between DECA and DCDA have been strengthened. Both divisions
confirm that the relationships were strengthened mainly through increased information sharing and
collaborative activities implemented jointly.

Some of the Project activities including water quality and effluent monitoring depend on DINAMA
Environmental Laboratory for sample analysis, however, the analytical results requested to the
laboratory sometimes took long time to be reported to DECA/DCDA. It means that the management
system within DINAMA has still room to be improved in future.

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

The Output 2 has been partly achieved. Great progress on the coordination/collaboration system could
be observed; for example, issues such as atrazine contamination problem, non-point source pollution,
and water quality monitoring have been raised during the discussion among DINAMA and other related
institutions (Indicator 2.1). These issues opened up spaces for information sharing and exchange,
involving various institutions such as MGAP, OSE, DINASA and target municipalities (Indicator 2.2).
The collaborative activities as well as information exchange with above mentioned institutions and
municipalities have contributed toward the identification of common issues and/or topic of interests,
some of which includes: pesticides/herbicides problems, non-point source pollution, amongst others.

! In accordance with the Resolution 235/09, which became effective in December 2009, periodical reporting of environmental
performance by industries became mandatory (Chapter 4, Draft Project Completion Report)
2 For the detailed contents of the Action Plan, see Appendix 2 of the Progress Report No.1 (October, 2008).
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However, from the institutional point of view, the coordination and collaboration system cannot be
considered to be fully established, given the circumstances where any vision or strategy are yet to be
clarified in terms of roles of municipal governments in environmental management as well as roles of
government institutions at the central level within the national institutional framework.

Furthermore, there has been an effort by DINAMA to promote collaboration with target 5
municipalities since the previous JICA-DINAMA Development Study preceding the Project. The
communication channel with target municipalities has been maintained, and in some municipalities has
been strengthened.

Output 3: Capacity of DINAMA and other institutions involved with respect to water monitoring system
of river and effluent is strengthened.

The Output 3 has been mostly achieved. A total of 39 seminars, workshops and meetings were held
under this output with 497 participants from various organisations (Indicator 3.1). Monitoring of the
nutrients in effluents has been identified as one of the important issues and became one of the regular
parameters for monitoring in the industry (Indicator 3.2). The Monitoring Plan was modified in 2009
adopting Data Quality Objective framework of the USEPA (Indicator 3.3). The revised Monitoring Plan
is expected to be launched by January 2011, once some modifications are completed on sampling points.
A total of 608 water samples were analysed from 32 sampling points between December 2004 -
November 2010, where 19 parameters were analysed (Indicator 3.4).

DINAMA has conducted a joint monitoring activity with Florida Municipality and it implemented a
Level 4° monitoring with participation from OSE and local industries in July 2010. Although capacity
for water monitoring by DINAMA’s staff per se has been remained at the same level since the beginning
of the Project, strengthening monitoring capacity of the municipalities does enhance monitoring
activities of DINAMA as a whole.

The Output 3 will be achieved by the end of the Project if the modification on sampling points of the
revised Monitoring Plan is completed and utilised. According to the plan of DECA it will be put into
practice by the anticipated date of January 2011.

Output 4: Capacity of DINAMA and other institutions involved with respect to data compilation,
analysis and evaluation subject to water pollution source control is strengthened.

The Output 4 has been achieved satisfactorily. A total of 39 meetings were held under this output with
504 participants (Indicator 4.1). The pollution source inventory was reviewed and a new database is now
being constructed with additional items (such as nitrogen and phosphorus level) (Indicator 4.2). The
effluent data at individual pollution source were digitised and analysed, with additional sampling data
on nitrogen and phosphorus concentration (Indicator 4.3). The pollution load analysis (BOD, T-N, T-P)
were made both at point and non-point pollution sources (Indicator 4.4)

The Project is now undertaking a water quality simulation by incorporating a result from joint
monitoring mentioned earlier (see Output 3). The development and better knowledge of this instrument
would enhance estimation of the level of contaminations at different points within Santa Lucia River Basin.

® Level 4 indicates those stations located above and below potential hot spots of pollution.
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One of the significant achievements of the Project is that it provides the comprehensive quantitative
analysis of several issues including non-point pollution source (contributing rate of non-point pollution
source for example). Before the beginning of the Project, data compilation were made to some extent,
however not sufficient analysis and evaluation were conducted on these data. Strengthened capacity in
data analysis made it possible to quantitatively understand the importance of non-point as well as point
pollution sources.

Output 5: Capacity of DINAMA with respect to inspection, evaluation and enforcement subject to
pollution source management is strengthened.

The Output 5 will be achieved if a strategy for pollution control in Santa Lucia River Basin is
finalised by the end of the Project’. A total of 55 meetings were held under this output with 721
participants (Indicator 5.1). Issues such as effluent concentration as well as information on pollution
load have been sorted out and analysed (see output 4), that allowed DINAMA to identify and prioritise
issues for pollution source management (Indicator 5.2). For example, the analysis made by the Project
suggests that almost 80% of the pollution load (i.e. BOD, T-N, T-P) in target area are from non-point
pollution sources. A pilot study was conducted on meat industry and it provided a diagnostic, the design
in a particular industry for the improvement of its wastewater treatment system, and a good practice
guideline (Indicator 5.3).

Output 6: The integrated information system with respect to water pollution control/water quality
management is constructed and used.

The Output 6 will be achieved if the remaining issues described below are completed by the end of
the Project: 1) to complete revision of the past data for water quality monitoring database and 2) to
transfer pollution control data from old to the new database system.

The basic data and information including database on water quality and pollution source in Santa
Lucia River Basin were reconstructed (Indicator 6.1). Some of the water quality database is made
available in public through DINAMA’s website, that has also facilitated information exchange among
related institutions on issues related to pollution control and/or water quality management (Indicator
6.2).

Both of the databases are expected to be shared and are made accessible by other stakeholders
according to the privileges granted to each one of them. All of the municipality have now physical
environment (a PC and a network) to access to the database, and some trainings on how to use the
database system were conducted in all of the 19 municipalities by DINAMA.

In addition, DINAMA may undertake some additional follow-ups to the municipalities on the usage
of water quality database system.

4 The Project is now elaborating a strategy for pollution control in Santa Lucia River Basin, which is expected to be completed by
January 2011.
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3-2 Results as per the Five Evaluation Criteria
(1) Relevance

The relevance is considered to be remained high. The Project Design is still relevant in view of
consistency with national policy of Uruguay, Japan’s cooperation policies, and the needs of the target
groups. Santa Lucia River serves as a drinking water source for Montevideo and metropolitan area,
where almost 60% of the entire population is inhabited and the need for water quality control is
reasonably high. In addition, Santa Lucia River Basin is now identified as one of the strategic basins
within Agenda for Integrated National Water Resource Management Plan (2010).

In terms of national policy, the National Water Policy Law was approved by the parliament in October
2009. This Law serves as a base for National Water Policy that focuses the concepts of sustainability,
integral management of water resources, and efficiency in the use of water amongst others.

The Project’s contents are coherent with Japan’s cooperation policies to Uruguay. The environmental
conservation is raised as one of the four priority areas for cooperation policies.

(2) Effectiveness

The effectiveness of the Project is moderately assured. Regarding the level of achievement of the
Project Purpose, as is discussed in section 3.2.3, it has been mostly achieved. The capacity of DINAMA
both in terms of water pollution control and water quality management are strengthened in the sense that
it has deepen knowledge on the situation of water quality and pollution sources of Santa Lucia River,
and that this increased knowledge has been enhancing DINAMA to better implement water quality
monitoring as well as pollution control. Some communication channel with target municipality as well
as related institutions have been either maintained or strengthened through the Project’s activities.

All of the 6 Outputs have contributed to the achievement of the Project Purpose. However the level of
achievement of Output 2 is considered to be partial, which diminishes the effectiveness of the Project.
However, the partial achievement of Output 2 did not affect the achievement of Project Purpose, since
there were cooperation relationships with concerned agencies practically.

(3) Efficiency

Overall, the level of efficiency of the Project has been adequate, since most of the inputs of the
Project have been utilised to produce outputs. The Development Study was conducted prior to the
Project, and this served as a basis for promoting activities of water quality monitoring with
municipalities. The Development Study also served as a formulation stage of this Project, however it is
reported that the process of project formulation at the Development Study had not fostered sufficient
mutual understanding regarding the contents of the Project. Consequently, almost six months were spent
for detailed discussions on the contents of the Project after its initiation, that contributed toward the
reestablishment of mutual trust between both sides. This indicates that the efficiency of ‘programme
approach’ including implementation of Development Study and the Project, has not been fully optimised
from longer-term point of view.

(4) Impact

The Terminal Evaluation team has verified that there are some positive factors that can contribute to
the achievement of Overall Goals, such as increased capacity of DINAMA for better water quality
management and pollution control in Santa Lucia River Basin as well as in other basins in the country.
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A new initiative for setting up basin commission in strategic rivers including Santa Lucia River is
another positive factor leading to the Overall Goal. In addition, some positive impacts of the Project
other than Overall Goal include: (1) The discussion about nutrients and pesticides contamination
showed the relevance of this issue and the needs for coordination among related institutions; (2)
Technical capacity at the institutional level of municipalities was improved; (3) Exchange with national
government institutions was strengthened. No negative impacts have been reported so far.
As for the external factors such as Government Policy or continuation of cooperation of relevant

organizations, no negative factors are expected.

(5) Sustainability
The sustainability of the effects of the Project is considered to be relatively high for the following
reasons.
1) Policy aspects:

From the policy perspective, improvement of water quality management and pollution control in
Santa Lucia River Basin is likely to be among the priority areas for environmental management.
According to the National Water Resource Policy Law adopted in 2009, Santa Lucia River is now
formally nominated as one of the two important strategic rivers in the country®. DINASA was
established in 2006 and the National Water, Environment and Territory Council, the Regional
Water Resource Councils, and the Basin Commissions will be organised under MVTOMA, which
involves DINAMA. Thus the sustainability from policy aspect is expected.

2) Organisational and financial aspects:

In terms of organisational and financial aspects, DINAMA has been conducting water quality
monitoring and pollution control on their own human and financial resources during the course of
the Project. Therefore the sustainability of these activities is relatively high, although it can be
affected by the shortage of permanent staff in DECA and DCDA.

Additionally, there is uncertainty in the following aspects: (1) The public institution reform is
now taking place and MVOTMA is designated as a pilot ministry under the reform; (2) The
collaboration system among relevant institutions in river basin commission is yet to be determined.
3) Technical aspects:

At the technical level, the Project has accumulated quantitative information regarding water
quality and pollution control. Regarding river water quality data, database has been constructed and
is already incorporated into a database system. As for pollution control, database was improved and
will be incorporated into the SIA in January 2011. The technical sustainability of managing these
data would increase even more if these database systems are to be utilised both by DINAMA as
well as by other stakeholders. In addition, DINAMA control division is now able to conduct
pollution loads analysis on their own, which is another encouraging factor for technical
sustainability.

(6) Factors that promoted/ inhibited realization of effects
1) Promoting factors: Consistent placement of the Uruguayan Project members and

Uruguayan-side-led operation; Identification of Shared Interest; and Program approach have

® The other strategic river is Negro River.
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been identified as promoting factors to effectively implement the Project.
2) Inhibiting factors: Initial stage of policy formulation regarding river basin management; and
Project Design have been identified as inhibiting factors to effectively implement the Project.

3-3 Conclusion

The Project has made good progress so far. The Project Purpose has been mostly achieved and most
of the 6 Outputs are also either mostly or satisfactory achieved, except for Output 2. In terms of the Five
Evaluation Criteria, the relevance is considered to be remained high, the effectiveness is moderately
assured and the efficiency is adequate. Some positive impacts have been observed in terms of increased
capacity of DINAMA for better water quality management not only in Santa Lucia River Basin but also
in other basins in the country. In addition, basin commission is now in the process of setting up in
several strategic river basins including Santa Lucia River. Regarding the sustainability of the Project, it
is considered to be relatively high, from policy, organisational/financial, and technical aspects.

3-4 Recommendations and Lessons learned
3-4-1 Recommendations
On the ground of the results of the study summarised above, the Terminal Evaluation Team has
made the following recommendations to the Project.

1. DECA is recommended to complete the modification of the revised Water Monitoring Plan and
to ensure actual utilisation of the revised plan by January 2011

2. DCDA is recommended to complete the Draft Strategy for Pollution Control in Santa Lucia
River Basin by January 2011.

3. DECA is recommended to complete the setting up of pollution source database system before
the end of the Project, through its Environmental Information System Department, in
coordination with DCDA.

4. Both DCDA and DECA are recommended to ensure the actual utilisation of: 1) pollution source
database system and 2) water quality database system by DINAMA as well as other
stakeholders.

5. DECA and DCDA are recommended to continue providing support to municipalities regarding
the utilisation of water quality and pollution source databases. In addition, they are
recommended to work on the same lines with other public and private stakeholders.

6. It is recommended for MVOTMA to allocate sufficient permanent staff for DCDA and DECA
in order to ensure satisfactory operation of river water monitoring and pollution control.

7. ltis also recommended for MVOTMA that the institutional set-up of River Basin Commission
should be accelerated.

3-4-2  Lessons learned
1. It is difficult to promote effective coordination with relevant institutions if a definite strategy
does not exist at the higher level. A project shall be designed based on the clear understanding
of strategic position of upper parties, otherwise the Project Purpose cannot be properly set.
2. It is important to appropriately incorporate counterpart as well as other stakeholders in the
designing stage of the Project in order to foster mutual understanding and relationship of trust
among them.
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3. The PDM shall present detail in defining indicators relevant to capacity development so that
the level of achievement of outputs/outcome can be objectively measured.
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mEESE (M/M)

MINUTES OF MEETING
BETWEEN
THE URUGUAYAN TERMINAL EVALUATION TEAM
AND
THE JAPANESE TERMINAL EVALUATION TEAM
ON
THE PROJECT ON WATER POLLUTION CONTROL AND
MANAGEMENT OF WATER QUALITY
IN THE SANTA LUCIA RIVER BASIN
IN THE ORIENTAL REPUBLIC OF URUGUAY

The Japanese Terminal Evaluation Team (hereinafter referred to as ‘the Japanese Team’),
organized by Japan International Cooperation Agency (hereinafter referred to as ‘JICA”) and
headed by Mr. Mitsuc Yoshida, visited the Oriental Republic of Uruguay (hereinafter referred to
as ‘“Uruguay’) from November 3 to November 20, 2010, for the purpose of conducting the Joint
Terminal Evaluation 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 ifs stay in Uruguay, the Japanese Team had a series of discussions and exchanged views
with the Urugnayan Terminal Evaluation Team (hereinafter referred to as ‘the Uruguayan
Team”} headed by Mr. Jorge Rucks.

As a result of discussions, the Uruguayan Team and the Japanese Team mutually agreed upon
the Joint Terminal Evaluation Report attached as appendixes.

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, November 19, 2010

Dnipoe— Tl

Mr, Mitsuo Ydshida M. Jc!{ge R éki

Leader National Direct:

Japanese Terminal Evaluation Team National Directorate of Environment

Japan International Cooperation Agency (DINAMA)

(JICA) Ministry of Housing, Land Planning and
Environment (MVOTMA)



THE ATTACHED DOCUMENT

1 JOINT TERMINAL EVALUATION REPORT

Both Japanese side and Uruguayan side agreed on the content of the Joint Terminal Evaluation
Report as attached on the Appendix L

II. ISSUES THAT HAVE BEEN DISCUSSED

Taking the opportunity of Terminal Evaluation, the Japanese Team exchanged views with
Uruguayan side, with Ms. Graciela Muslera, the Minister of Housing, Land Planning and
Environment, and with Mr. Jorge Rucks, National Director of DINAMA, and raised the
following topics:

(1) “needs for detail plan/program on river basin management™ since current policy on river
basin management does not have detail actions and/or roles/demarcations on each institution.
With this clarification, DINAMA will be able to work effectively on river basin management.

(2) “needs for policy on coordination with municipalities/local government”. Currently, there
are not clear mechanism/system for coordination with municipalities, which prevents effective
envircnmental management.

(3) “need for inter-ministry coordination” since some of the issues such as pesticides pollution
require coordination with other ministry, and this can only be handled by the level of
Minister/National Director and/or General Director.

{(4) “needs for intra-MVOTMA coordination”, especially in terms of river basin management.

(5) “needs for improvement of intra-DINAMA coordination”, especially with Environmental
Laboratory.

In response, Uruguayan side expressed gratitude toward Japanese technical cooperation and
welcomed the comments from the Japanese Team, and explained as follows:

{6) The outcome/benefit of this Project is useful for further river basin management in Uruguay,
so Uruguayan side is willing to utilise the outcome/benefit for better management of river basin
management.

(7) As for river basin management, they explained that Santa Lucia River Basin is one of the
targets for further action to set up River Basin Commissions, Uruguayan side added that they
have a plan to apply the cutcome of this Project on a pilot scale in Laguna del Sauce, as the first
established Basin Commission.

(8) In addition, Uruguayan side expressed that they would like to apply the Project outcome to
regional trans-boundary basin management in the future.

Appendix 1 The Joint Terminal Evaluation Report

Appendix IT List of Attendants /
./

ot



Appendix 1

JOINT TERMINAL EVALUATION REPORT
ON
THE PROJECT ON WATER POLLUTION CONTROL
AND MANAGEMENT OF WATER QUALITY
IN THE SANTA LUCIA RIVER BASIN

Joint Terminal Evaluation Team
of

National Directorate of Environment (DINAMA)
Oriental Republic of Uruguay
and

Japan International Cooperation Agency

November 2010
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LIST OF ABBREVIATIONS
Spanish English
CcC Comité de Coordinacion
(Steering Committee) StC
C/p Miembros Uruguayos del Proyecto, contrapartes de los expertos de JICA
(Uruguayan Project Members who are the Counterparts to JICA expetrts) C/p
DBO Demanda Bioquimica de Oxigeno
(Biochemical Oxygen Demand) BOD
DCDA Divisién de Control y Desempeiio Ambiental, DINAMA
(Environmental Control Division, DINAMA) DCDA
DECA Division de Evaluacion de Calidad Ambiental, DINAMA
{Environmental Quality Evaluation Division, DINAMA) DECA
DGSA Direccion General de Servicios Agricolas
{General Directorate of Agricultural Services) DGSA
DGSG Direccion General de Servicios Ganaderos
{General Directorate of Livestock Services) DGSG
DINAMA  Direccién Nacional de Medio Ambiente
{National Directorate of Environment) DINAMA
DINASA Direccion Nacional de Agua y Saneamiento
{National Directorate of Water and Sanitation) DINASA
DINOT Direccidn Nacional de Ordenamiento Territorial
{National Directorate of Territorial Planning) DINOT
DNH Direccion Nacional de Hidrologia
{National Directorate of Hydrology) DNH
DQO Demanda Quimica de Oxigeno
{Chemical Oxygen Demand) COD
IAO Informe Ambiental de Operacién
{Environmental Operation Report) IAO
IMM Intendencia Municipal de Montevideo
{Municipality of Montevideo) IMM
JET Equipo de Expertos JICA
{JICA Expert Team) JET
JICA Agencia de Cooperacion Internacional del Japén
{Japan International Cooperation Agency) JICA
MDP Matriz de Disefio del Proyecto
{Project Design Matrix) PDM
MGAP Ministerio de Ganaderia, Agricultura y Pesca
{Ministry of Livestock, Agriculture and Fishery) MGAP
MM Hombre-Mes (unidad de insumo del personal)
Man-Month (unit of staff component) MM
MVOTMA Ministerio de Vivienda, Ordenamiento Territorial y Medio Ambiente
(Ministry of Housing, Use of Land and Environment) MVOTMA




OPP

Oficina de Planeamiento y Presupuesto, Presidencia de Ia Repiiblica

(Office of Planning and Budget of Presidency) OPP
OSE Obras Sanitarias del Estado

(Administration of Sanitarian Works of the State) OSE
PO Plan de Operaciones

(Plan of Operation) PO
R/D Registro de lo Discutido

(Record of Discussion) R/D
RENARE  Direccion General de Recursos Naturales Renovales

(National Directorate of Renewable Natural Resources) RENARE
SADI Sistema de Autorizacion de Desagiie Industrial

(Authorization System of Industrial Discharge) SADI
SIA Sistema de Informacion Ambiental

(Environmental Information System) SIA
SISICA Sistema de Informacion de Calidad de Agua

(Water Quality Information System) SISICA
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1. OUTLINE OF THE TERMINAL EVALUATION STUDY
1.1 Background of the Terminal Evaluation Study

The Oriental Republic of Uruguay is a country with an area of 176,000 km®, and a population of about
3.30 million. Although the Santa Lucia River basin hosts only 12% of the total population, over 60% of
the population 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 Lucia River. The sources of pollution
include sewage, industrial wastewater, leachate from solid waste, as well as runoff from agricultural fields
as its non-point source. In order to control pollution, Uruguay has been implementing various measures,
such as construction of sewerage 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 Urugnay requested the Government of Japan fechnical
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 Internaticnal 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” (hereinafter referred to as “the Project”) in March 2008.

The Project started from April 2008 with 3 years’ of cooperation period (until March 2011) and it is now
being implemented with 5 JICA Experts dispatched (with areas of expertise being Chief Advisor/ Capacity
Development, Monitoring/ Pollution Control (Management), Inspection/ Pollution Control {Treatment),
Data Analysis/ Evaluation/ GIS/ Coordination and Water Analysis/ Coordination). In the course of the
Project implementation, the Joint Mid-term review was performed in October 2009, Based on the result of
the Mid-term review, the Project had modified the PDM and continued the Project activities. As the
cooperation period of the Project will terminate in March 2011, the terminal evaluation has been planned
in November 2010 in order to verify its achievement.

1.2 Objectives of the Terminal Evaluation Study

The Objectives of the Terminal Evaluation Study are as follows;

(1) To exchange opinions with Uruguayan Project Members in order to assess the present situations,
including achievements, according to the PDM

(2) To evaluate the Project in accordance with the Five Evaluation Criteria (Relevance, Effectiveness,
Efficiency, Impact and Sustainability)

(3) To provide recommendations to the Project for the activity of remaining period



1.3 Members of the Terminal Evaluation Study Team

The Joint Terminal Evaluation Members consist of the following members:

1.3.1 Uruguayan Slde

ion, Organisation | |

'. TUM. Jorge’Rucks T Na‘uonal Director of National Directorate of Eﬁ;lronment (DINAMA)“

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

3 Mr. Luis Reoldn Director of Division of Environmental Quality Evaluation (DINAMA)

4 Ms. Magdalena Hill Project Cocrdinator {DINAMA)

1.3.2 J apanese Side

Mr. Mltsuo Yoshida Senior Advisor, Jap Cooperation
Agency (JICA)
2 Mr. Mimpei Ito Cooperation Environment Management Division II, Environmental
Planning Management Group, Global Environment
Department, JICA
3 Ms. Yuko Tanaka Evaluation Consultant, VSOC Co. Ltd.
Analysis
1.4 Schedule of the Terminal Evaluation Study

The detailed schedule of the joint Terminal Evaluation Study is attached as Annex 1.

1.5 Stakeholders Consulied/Interviewed

The stakeholders who were consulted or interviewed for the evaluation consisted mainly of the following:
e JICA Experts assigned to the Project
¢  Uruguayan Project Members from National Directorate of Environment (DINAMA)
s  Other related institutions (DINASA, OSE, RENARE)
o International partners (IDB, UNDP/PNUMA)
o Target municipalities' (Montevideo, Canelones, San José, Florida, Lavalleja)

The detailed list of the parties consulted by the Joint Terminal Evaluation team is included in Annex 2.

1.6 Methodology of the Terminal Evaluation

1.6.1 Evaluation Procedure

The PDM version 20100224 (see Annex 3) is adopted as the framework of the Evaluation. The Terminal
Evaluation Team (hereinafter referred to as “the Team™) conducted surveys by questionnaires and
interviewed the Uruguayan counterpart personnel (hereinafter referred to as “C/P”) and the JICA Experts
(hereinafter referred to as “JET”) as well as those officials concerned with the Project. Both quantitative and

! Municipality of Flores is also one of the target municipalities, however the evaluation team was not able to reach
personnel of this municipality neither through interview nor answers to the questionnaire.
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qualitative data were gathered and utilised for analysis. Data collection methods used for the evaluation were
as follows:
e Literature/Documentation Review;
e Questionnaires (C/P, JET and target municipalities);
o Key Informant Interviews (DINAMA, DINASA, other related institutions, target 6 municipalities,
international partners);
e Direct Observations

1.6.2 Items of the Terminal Evaluation Study

(1) Achievement of the Project
Achievement of the Project is measured in terms of Inputs, Outputs, and the Project Purpose, with reference
to the Objectively Verifiable Indicators identified in the PDM ver,20100224.

(2) Implementation Process

Implementation process of the Project is reviewed from the various viewpoints, including technical transfer,
communication among stakeholders, monitoring process and so on, in order to examine to what extent the
Project has been managed properly. In addition, it facilitates to identify inhibiting and/or promoting factors
that have affected the implementation process of the Project.

(3) Evaluation based on the Five Evaluation Criteria

Based on the observations made under the previous two items, the Project is assessed from the viewpoint of
Five Evaluation Criteria, defined by JICA which was originally proposed by DAC (OECD) shown in Table
1-1.

Table 1-1 Definition of the Five Evaluatlon Cnteria for the Evaluatmn

1. | Relevance Reicvance of the Pro_]ect is revnewed by the Vaildlty of the PI‘O_]th Purpose and
Overall Goal in connection with the Government development policy and the
needs of the target group and/or ultimate beneficiaries in Uruguay.

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 analysed with emphasis on the
relationship between Qutputs 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 institutional, financial and
technical aspects by examining the extent to which the achievements of the Project
will be sustained after the Project is completed.

Source: JICA Project Evaluation Guideline (revised January 2004), JICA

2 DAC website on Criteria for Evaluating Development Assistance (accessed on November 2010}
http://'www.oecd.org/document/22/0,2340,en_2649_34435_2086550_1_1_1_1,00.html
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2. OUTLINES OF THE PROJECT
The Expected Overall Goal, Project Purpose and Outputs identified in the PDM (verision20100224) are as
follows:

2.1 Overall Goal:

1. Measures to improve water quality of Santa Lucia River Basin are taken.
2. 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.

2.2 Project Purpose:

Capacity of DINAMA and other institutions involved with respect to water pollution control/water quality
management for Santa Lucia River Basin is strengthened.

2.3 Outputs:

1. Management system of DINAMA with respect to pellution 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. Capacity of DINAMA and other institutions involved with respect to water monitoring system of river and
effluent is strengthened.

4. Capacity of DINAMA and other institutions involved with respect to data compilation, analysis and
evaluation subject to water pollution source control is strengthened.

5. Capacity of DINAMA with respect to inspection, evaluation and enforcement subject to pollution source
management is strengthened.

6. The integrated information system with respect to water pollution control/water quality management is
constructed and used.

24 Framework of the Project

As is mentioned in the above sections, the Project identifies six outputs in order to achieve the Project
Purpose. The framework of the Project as per PDM is illustrated in Figure 2-1.
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3. ACHIEVEMENT AND IMPLEMENTATION PROCESS
31 Inputs

Inputs to the Project as of November 2010 since its inception are as follows:

3.1.1 Urugnayan Side

a) Appointment of Project Members (Counterpart Personnel to JICA Experts)

During the Project period up to November 2010, a total of 22 personnel (2 from National Directorate’, 7
from DCDA, 10 from DECA* and 3 from laboratory) were assigned as the C/Ps to the JICA Experts from
DINAMA. In addition, 2 personnel from OSE have been assigned as the Project member, 16 of the 22
personnel have been assigned from DINAMA since the beginning of the Project and remained in their
respective positions as of November 2010. The list of the Uruguayan Project members (counterpart
perscnnel to the JICA Experts) is attached as Annex 6.

b) Provision of Tacilities for Project Operations

The Uruguayan side secured two office spaces within DINAMA for the JICA Experts. In addition, facilities
such as access to the computer network, telephone line, printer, fax and photocopy are provided for project
operations, A website specified for the Project was opened in the DINAMA homepage.

¢) Cost-sharing of Operational Expenses

Cost for operational expenses including: sampling, chemical analysis, utilities, internet access, travel
expenses for counterpart personnel have been borne by DINAMA. In addition, cost for non-point workshop
in March 2009 was borne by DINAMA and DGSA.

3.1.2 Japanese Side

a) Dispatch of the JICA Experts

Short-term Experts: A total of 46.47 man-months (MM)® is allocated for the assignment of 5 short-term
experts in 5 areas of expertise, The following table summarises the areas of expertise and man-month of the
short-term experts. The detailed list including the duration of stay is shown in Annex 4.

Table 3-1 Areas of Expertise and M/M of Short—term Experts
’ﬁ%@’g& a ?ﬁ%‘%@ﬁm‘z‘z s

- Lt \,Wv%%% i e
Ch[ef Aciwsor / Capamty Development 19.77

Monitoring / Pollution Control (Management) 8.20
Inspection / Pollufion Control {Treatment) 6.50
Data Analysis / Evaluation / GIS/ Coordination (2) 7.30
Water Analysis / Coordination (1) 4.70

Total 46.47

b) Trainings
As of November 2010, one training participant has joined Technical Training Scheme in Japan. Until present,
the training participant has retained his functional responsibilities within DINAMA. The following table

* 1t refers to the two National Directors who participated in the Project.
4 Staff from DECA includes 2 people from Environmental Information System Department.

_.5:

> Includes anticipated placement up to March 2011. 0
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summarises the overview of the fraining course.

Table 3-2 Summary of the Trammg Courses and the Number of Partlclpants in Japan
T i ¢ % A 2 5 G .

Water Environmental Monitoring 7 Sep 2009 — 25 Oct 2009
Source: Data provided by the Project

¢} Provision of Equipment
Machinery and equipment worth a total of JPY 2,257 thousand were provided by the Japanese side as of
November, 2010. The detailed list of equipment provided is shown in Annex 5.

d) Support for local activity cost
The local activity cost has been provided by Japanese side for activities including seminars, training courses,
sub-contract work and publications. The amount of each year’s activity cost is shown below:

Table 3-3 Summary of the Locai Actlwty Cost by Japanese Sld '

3,655 6,772 17,430% 27,857

Unit: Thousand Yen

Note: The cost for the 3™ year includes the provisional cost until March 2011, which also includes the outsourcing
cost in Uruguay.

Source: Data provided by JICA

3.2 Achievement of the Project

3.2.1 Activities

Most of the Project’s activities, as specified in the PDM (version 20100224) and the Project’s Plan of
Operation (PO), have been implemented as planned.

3.2.2 Outpuis

Output 1: Management system of DINAMA with respect to pollution source control/water quality
management is developed.

Objectively Verifiable Indicators:

1.1 Number of seminars, training courses and/or meetings; number of participants.
1.2 Contents of pollution control capacity assessment.
1.3 Contents of the Action Plan.

Output 1 has been mostly achieved. In total of 67 meetings/ seminars were held with 591 participants®
(Indicator 1.1), which contributed to the achievement of Output 1. Capacity assessment of DINAMA is
carried out in 2008 focusing on institutional, organisaticnal and individual aspects (Indicator 1.2). Based on
the capacity assessment, the Action Plan’ was developed in October 2008, and most of the activities are

% For this evaluation report, the number of meetings/seminars/participants was counted as of September 2010.
7 Por the detailed contents of the Action Plan, see Appendix 2 of the Progress Report No.1 (October, 2008).

7
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either completed or are in the process of finalisation (Indicator 1.3).

Collaborative relationships between DECA and DCDA have been strengthened. According to the interview
and questionnaire survey, both divisions confirm that the relationships were strengthened on the course of the
Project mainly through increased information sharing and collaborative activities implemented jointly.

According to the interview, the Project members pointed out that the relationship between DINAMA
Environmental Laboratory and DECA/DCDA is that of a “service provider” and a “client”. Some of the
Project activities including water quality and effluent monitoring depend on DINAMA Environmental
Laboratory for sample analysis, however, the analytical results requested to the laboratory sometimes took
long time to be reported to DECA/DCDA. It means that the management system within DINAMA has still
room to be improved in future.

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

Objectively Verifiable Indicators:

2.1 Contents of issues to be solved.
2.2 Contents of coordination and collaboration system.

The Output 2 has been partly achieved. Great progress on the coordination/collaboration system could be
observed; for example, issues such as atrazine contamination problem, non-point source poliution, and water
quality monitoring have been raised during the discussion among DINAMA and other related institutions
(Indicator 2.1). These issues opened up spaces for information sharing and exchange, involving various
institutions such as MGAP, OSE, DINASA and target municipalities (Indicator 2.2).

In relation to MGAP, according to the interview with DINAMA officers, it is reported that the Project has
facilitated increased occasions for information exchange with MGAP regarding some common issues of
interests such as pesticides contamination problem. The relationship between DINAMA and OSE has also
been strengthened and now there is a channel of communication regarding water quality and contamination
issues. In terms of working relationship with DINASA, more clear definition of the roles is yet to be
established with DINASA, according to the interview with DINAMA officers. However, there has been some
information exchange at the technical level®. In addition the databases systems of DINAMA and DINASA
are planned to be incorperated in the Ministry level information system by 2012.

There has been an effort by DINAMA to promote collaboration with target 5 municipalities since the
previous JICA-DINAMA Development Study preceding the Project. The communication channel with target
municipalities has been maintained, and in some municipalities has been strengthened. One municipality (IM
Flores) was added as a target municipality at the beginning of the Project, however little communication with
the municipality of Flores was made throughout the course of the Project. It became clear that the focused
area of the Project (i.e. Santa Lucia River Basin) does not necessary coincide with an area of environmental
importance for the municipality.

® For example, DINAMA now has an access to DINASA’s database which contains sets of information on water

quantity.
@
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The Output 2 turned out to be quite a challenge for the Project, given the circumstances where any vision or
strategy are yet to be clarified as to what form of collaboration system could be developed for
inter-institutional environmental management. The Project has offered various occasions for information
exchange among related institutions mentioned above in a form of meetings and workshops, and this has
enhanced identification of some of the common issues to be tackled inter-institutionally regarding water
quality and pollution contrel in Santa Lucia River Basin.

The following table shows overall sketch of main topic of interests of related institutions. The Project has
shown some progress in initiating collaborative relationships with related institutions including OSE and
RENARE. The form of collaborative relationships between DINASA and DINAMA is under the process of
consideration at the higher level, in light of basin management in Santa Lucia River as well as other strategic
river basins.

_ Table 3- 4 Collaborative Relationships with Related Instlt_utlons
7 5 ‘ *}’s %ﬁﬁ 44 egs %{M\i R %‘i@@fﬁ\f&x R

L

MVOTMA | DINASA Hydlologlcal Data No clear strategy for coordmatlon at
Water Usage (surface and ground | the institutional level yet.
water)

MVOTMA | GSE Potable Water Source (surface and | Increased information exchange.
ground)
Wastewater Treatment and disposal

MGAP RENARE Land Use Soil erosion as a cause of water
Soil Erosion pollution.
Use of water for irrigation

MGAP DGSA Use of pesticides Different approaches regarding use of

pesticides

Source: Data provided by the Project, edited by the evaluation team.

The collaboration with target municipalities has been built on the experiences of previous Development
Study, which targeted 5 out of 6 target municipalities (except for IM Flores that has been incorporated as a
target area in this Project). As of November 2010, the level of coordination has been maintained with 5 out of
the 6 target municipalities. There has been a significant progress in water quality moniforing activities in the
municipality of Canelones within the Project, however the continuation of these activities is now uncertain
due to the recent leave of core personnel in the municipality. The Project did not have any substantial
coordination with IM Flores so far.

Table3 5 Collaboratwe Relatlonsh:ps_v with Target Mumcnpahtles ]

M * Has thelr own momtormg program as well as pollutlon contzol
Montevideo * In charge of sewerage.

IM Canelones | * Has started its own monitoring activities more on a consolidate manner.

* Recent leave of the core personnel had generated some uncertainties regarding
continuatien of monitoring activities.

* It had an agreement with IMM in terms of monitoring {until 2019)

ﬁ:q/{ IPfla vz}:lleja * Do not have monitoring and control activities on their own at the municipality level.
L * Jointly with DINAMA conduct water quality monitoring.

IM San José

IM Flores * No significant monitoring activity is taken place in Santa Lucia River Basin in this

municipality.
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The collaborative activities as well as information exchange with above mentioned institutions and
municipalities have contributed toward the identification of common issues and/or topic of interests, some of
which includes: pesticides/herbicides problems, non-point source pollution, amongst others.

Output 3: Capacity of DINAMA and other institutions involved with respect to water monitoring system of
river and effluent is strengthened,

Objectively Verifiable Indicators:

3.1 Number of seminars, training courses and/or meetings; number of participants,

3.2 Contents of issues to be solved.

3.3 Contents of Monitoring Plan.

3.4 Number of analysed water and sediment sample and parameters in laboratory; accuracy of analysis.

The Output 3 has been mostly achieved. A total of 39 seminars, workshops and meetings were held under
this output with 497 participants from various organisations (Indicator 3.1). Monitoting of the nutrients in
effluents has been identified as one of the important issues and became one of the regular parameters for
menitoring in the industry (Indicator 3.2). The Monitoring Plan was modified in 2009 adopting Data Quality
Objective framework of the USEPA (Indicator 3.3). The revised Monitoring Plan is expected to be launched
by January 2011, once some modifications are completed on sampling points. A total of 608 water samples
were analysed from 32 sampling points between December 2004 - November 2010, where 19 parameters
were analysed (Indicator 3.4).

DINAMA has conducted a joint monitoring activity with Florida Municipality and it implemented a Level 4°
monitoring with participation from OSE and local industries in July 2010. Although capacity for water
monitoring by DINAMA’s staff per se has been remained at the same level since the beginning of the Project,
strengthening monitoring capacity of the municipalities does enhance monitoring activities of DINAMA as a
whole.

The Output 3 will be achieved by the end of the Project if the modification on sampling points of the revised
Monitoring Plan is completed and utilised. According to the plan of DECA it will be put into practice by the

anticipated date of January 2011.

Output 4: Capacity of DINAMA and other institutions involved with respect to data compilation, analysis
and evaluation subject to water pollution source control is strengthened.

Objectively Verifiable Indicators:

4.1 Number of seminars, training courses and/or meetings; number of participants.
4.2 Contents of pollution source inventory list.

4.3 Number of monitoring data at individual pollution source and the contents,

4.4 Contents of the result of analysis.

The Output 4 has been achieved satisfactorily. A total of 39 meetings were held under this output with 504
participants (Indicator 4.1). The pollution source inventory was reviewed and a new database is now being

? Level 4 indicates those stations located above and below potential hot spots of poltution,
10



constructed with additional items (such as nitrogen and phosphorus level) (Indicator 4.2), The effluent data at
individual pollution source were digitised and analysed, with additional sampling data on nitrogen and
phosphorus concentration (Indicator 4.3). The pollution load analysis (BOD, T-N, T-P) were made both at
point and non-point pollution sources (Indicator 4.4)

The Project is now undertaking a water quality simulation by incorporating a result from joint monitoring
mentioned earlier (see Output 3). The development and better knowledge of this instrument would enhance
estimation of the level of contaminations at different points within Santa Lucia River Basin'.

One of the significant achievements of the Project is that it provides the comprehensive quantitative analysis
of several issues including non-point pollution source (contributing rate of non-point pollution source for
example). Before the beginning of the Project, data compilation were made to some extent, however not
sufficient analysis and evaluation were conducted on these data. Strengthened capacity in data analysis made
it possible to quantitatively understand the importance of non-point as well as point pollution sources.

Output 5: Capacity of DINAMA with respect to inspection, evaluation and enforcement subject to pollution
source management is strengthened.

Objectively Verifiable Indicators:

5.1 Number of seminars, training courses and/or meetings; number of participants.
5.2 Contents of issues to be solved.
5.3 Contents of pilot study.

The Output 5 will be achieved if a strategy for pollution control in Santa Lucia River Basin is finalised by
the end of the Project''. A total of 55 meetings were held under this output with 721 participants (Indicator
5.1). Issues such as effluent concentration as well as information on pollution load have been sorted out and
analysed (see output 4), that allowed DINAMA to identify and prioritise issues for pollution source
management (Indicator 5.2). For example, the analysis made by the Project suggests that almost 80% of the
pollution load (i.e. BOD, T-N, T-P) in target area are from non-point pollution sources'. A pilot study was
conducted on meat industry and it provided a diagnostic, the design in a particular industry for the
improvement of its wastewater treatment system, and a good practice guideline (Indicator 5.3).

Output 6: The integrated information system with respect to water pollution control/water quality
management is constructed and used.

Objectively Verifiable Indicators:

6.1 Contents of basic data and information on pollution sources and water quality.
6.2 Contents and accessibility of environmental information related to Santa Lucia River Basin.

A workshop on Water Quality Simulation is planned on 23rd of November 2010.

"' The Project is now elaborating a strategy for pollution control in Santa Lucia River Basin, which is expected to
be completed by January 2011.

2 progress Report No.4 (February 2010) N
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The Output 6 will be achieved if the remaining issues described below are completed by the end of the
Project: 1) to complete revision of the past data for water quality monitoring database and 2) to transfer
pollution control data from old to the new database system.

The basic data and information including database on water quality and pollution source in Santa Lucia
River Basin were reconstructed (Indicator 6.1). Some of the water quality database is made available in
public through DINAMA’s website, that has also facilitated information exchange among related institutions
on issues related to pollution control and/or water quality management (Indicator 6.2).

The water quality database system has been almost completed by the time of mid-term review (Sept/Oct
2009), and Project is now revising some of the data collected in the past (from 2004 onward) before they
could be made available in the information network developed by DINAMA. The pollution source database
system is now being updated and data is expected to be transferred from old database into the new one before
the termination of the Project.

Both of the databases are expected to be shared and are made accessible by other stakeholders according to
the privileges granted to each one of them. All of the municipality have now physical environment (a PC and
a network) to access to the database, and some trainings on how to use the database system were conducted
in all of the 19 municipalities by DINAMA,,

In addition, DINAMA may undertake some additional follow-ups to the municipalities on the usage of water
quality database system.

3.23 Project Purpose

Project Purpose: Capacity of DINAMA and other institutions involved with respect to water pollution
control/water quality management for Santa Lucia River Basin is strengthened.

Objectively Verifiable Indicators:

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 the result of the Project implementation, the capacity of DINAMA with respect to water pollution
control/water quality management for Santa Lucia River Basin has been strengthened. The capacity of
DINAMA and the relationship with other institutions have been amplified and strengthened. In terms of
capacity of other institutions, Project has promoted the coordination and collaboration between DINAMA
and other institutions although there is little tangible outcome. Therefore, the Project Purpose is almost
achieved in terms of capacity of DINAMA. However, in terms of other institutions, the achievement of
Project Purpose has not been measured, since the Project design did not anticipate the indicators to do so.

Taking account of the level of achievements of each output, as well as the results of the interview and the
questionnaire, it is verified that the Project purpose is mostly achieved. Most of the activities identified in the
Action Plan have been either completed or are close to completion (Indicator 1). Coordination system among
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relevant institutions has been promoted regarding issues such as the atrazine contamination problem,
non-point source pollution and environmental monitoring through increased communication with relevant
institutions including OSE, DINASA, MGAP and target municipalities (Indicator 2). Information sharing is
also enhanced in terms of data on pollution sources and water quality in Santa Lucia River Basin, and some
of the data is made accessible on DINAMA’s website for relevant stakeholders’ references (Indicator 3, see
also section 3.2.2, Qutput 6).

Regarding data management related to pollution control, basic data and information including database was
reconstructed (see Section 3.2.2, Output 6) and the migration of data from the old to the new database system
is expected to be incorporated by January 2011 (Indicator 4), Both database systems of water quality and
pollution control are part of the environmental information system (SIA) developed by DINAMA. Increased
availability of analysed information on pollution load as well as on pollution sources serves as a platform for
DINAMA 1o elaborate effective control tools for the industries and good practice guidelines, one example of
which includes a pilot study on meat industry (Indicator 5, see Section 3.2.2, Quiput 5). In addition, the
availability of this information will help strengthen integrated environmental management in the basin.

In terms of actual performance of pollution control (Indicator 5}, about 180 inspections were carried out for
SADI-related industries in 2009, 45 of which were from Santa Lucia River Basin'’. In addition, a large
number of inspections were carried out on non-SADI industries as well. Moreover, the self-reporting system
of SADI related industry has been strengthened by an introduction of Environmental Operation Report called
IAOQ in December 2009",

3.2.4 Overall Goals

Overall Goal:

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

2. 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.

Objectively Verifiable Indicators:

1.1 Number of measures taken for improvement of water quality of Santa Lucia River Basin.
2.1 Status of establishment of pollution control/water quality management system,

According to the PDM, the Project identifies two overall goals after 3-5 years after the termination of the
cooperation period. As for the 1¥ overall goal, DINAMA as well as related institutions have already been
undertaking activities regarding pollution control of the basin. In addition, there is an on-going initiative
under MVOTMA to set up basin commissions for water resource management in several strategic basins
including Santa Lucia River (Indicator 1.1).

As for the 2™ overall goal, DINAMA has been conducting activities such as estimation of pollution loads and
water quality monitoring in other river basins nation-wide. Regarding the establishment of pollution
control/water quality management system (Indicator 2.1}, some issues such as non-point source pollution
have been identified, (see Section 3.2.2, Output 2) and this would be the first step for further continued

1* Data provided by the Project.

" In accordance with the Resolution 235/09, which became effective in December 2009, periodical reporting of
environmental performance by industries became mandatory (Chapter 4, Draft Project Completion Report)
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efforts of better environmental management. One of the examples for better management system would be
the establishment of basin commissions mentioned earlier.

The overall goals will be achieved if three important assumptions'> in PDM would be fulfilled.

3.3 Implementation Process

The Evaluation Team noted the following issues of importance concerning the implementation process of the
Project.

3.3.1 Consensus building between JET and DINAMA C/Ps

In the first six months of the Project, intensive discussions were held among JET and Uruguayan Project
Members on Project design, Indicators of Project Purpose and Outputs, Action Plan of the Project. This
methodology of work helped reach the objectives due to enhanced involvement of JET and DINAMA C/Ps,
which secured smooth implementation of the Project.

332 Capacity Development of DINAMA

Capacity Assessments (CA) was carried out at the designing stage of the Project and the results of CA show
that DINAMA staffs have relatively high level of individual capacity to deal with water quality monitoring
and/or pollution control. Hence the technical transfer on these themes was not incorporated into the Project
design in a narrow sense. Rather, the implementation of the Project has enhanced both qualitative and
quantitative knowledge of DINAMA regarding water quality and pollution control in Santa Lucia River
Basin. As a result, DINAMA, together with other institutions involved, is now able to address some issues
with different level of success. Among them are the study of non-point sources, analysis of pollution load,
the addition of nutrients analysis in routine monitoring of point sources and the search for strategies to
manage pesticides in the environment.

3.3.3 Coordination with Municipalities

As is discussed earlier in Section 3.2.3, the coordination with 5 out of 6 target municipalities was promoted
during the Development Study preceding the Project. Trainings were provided in the themes of sampling,
quality monitoring as well as report writing, The Municipality of Canelones began water quality monitoring,
though the activity is now temporarily suspended due to the recent leave of core personnel from the
municipality. As for the rest of target municipalities the communication channel with them has been
maintained with one exception of Municipality of Flores (see Section 3.2.2, Output 2). Municipality of
Montevidee does implement water quality monitoring as well as pollution control according to their own
programme.

3.34 Coordination with other Relevant Government Institutions

While the preceding Development Study put emphasis on working with municipalities, the Project has also
placed some focuses on developing collaborative relationships with other related institutions. The main

" According to PDM (version 20100224), the important assumptions for the achievement of Overall Goals are
identified as the following: (1) The Government of Uruguay proactively adopts the result of the Project; (2)
Relevant organisations continue to cooperate and coordinate with each other in order to improve environmental
quality in the Santa Lucia River Basin; and (3) Activities of relevant organisations are institutionalised so that
environmental measures are implemented within a clearly defined responsibility framework
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topics of interests and the leve! of coordination is summarised in Table 3-4.

3.4 Factors that promoted the realisation of effects
34.1 Consistent placement of the Uruguayan Project members and Urunguayan-side-led

operation

One of the promoting factors to the realisation of Project’s effects is that there has been relatively high level
of retention of assignation of the Uruguayan Project members. 16 out of the 22 C/Ps from DINAMA have
been involved from the beginning of the Project, and 10 of them were even involved since the previous JICA
Development Study preceding the Project. It is also verified that the Uruguayan Project members often took
initiative toward Project implementation from the beginning of the Project. The Uruguayan Project members
were always consulted and involved in all of the decision making process.

342 Identification of Shared Interest

As is discussed earlier on Section 3.2.3, working with related institutions through information exchange
enhanced identification of common issues and/or potential problems. This in turn serves as an encouraging
factor to develop more consolidate collaborative relationships among them. For example, non-point source
pollution brought together related institutions such as DINAMA, MGAP and OSE since these three
institutions share their interest in water quality.

3.4.3 Program approach

The Development Study was conducted during Oct 2003- Jan 2007 to develop a Master Plan (M/P) for
Water Quality Management in Montevideo and Metropolitan Area, with the participation of DINAMA,
municipalities, OSE, RENARE and DNH. It carried out various activities such as water quality monitoring
involving DINAMA and municipalities. The Project is built on the experiences of the previous activities of
the Development Study and it further develops the communication channel with municipalities as well as it
benefited from some of the equipments for water quality monitoring donated both to municipalities and
DINAMA during the previous phase.

3.5 Factors that inhibited the realisation of effects

3.5.1 Initial stage of policy formulation regarding river basin management

One of the aims of the Project was to set up a “Coordination and colfaboration system among relevant
institutions”(Output 2) in order to better implement the pollution control and water quality monitoring in
Santa Lucia River Basin. Numbers of efforts were made for sharing information and exchanging opinions in
order to find a way to collaborate together. However, initial stage of policy formulation regarding river basin
management made activities of the Project under this Output relatively difficult to be brought forward in an
effective manner.

3.5.2 Project Design

The Project Design Matrix (PDM) establishes the principle aim of the Project is to strengthen capacity of
DINAMA as well as other related institutions for better implement water pollution control and water quality
management. However it became clear that the focus of the Project (i.e. pollution control and water quality
management) represents exclusively DINAMA’®s organisational mandates and not those of related
institutions. As a consequence, the Project mainly focuses on the capacity development of DINAMA, while
it places less focus on the capacity development of other related institutions. The different levels of focuses
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are not accurately described in the PDM, hence making the aim of the Project less focused. Rather, for
example, the Project could have identified related institutions as part of networking capacity that DINAMA
seeks to enhance, instead of identifying them as objects of capacity development. Some of the Indicators of
the Project Purpose seem to be overlapped with Indicators for Qutputs. In other words, the Project does not
identify specific Indicators and data sources to measure its achievements especially in terms of strengthened
capacities of DINAMA as well as of other institutions.

16
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4. EVALUATION RESULTS BY FIVE EVALUATION CRITERIA

4.1 Relevance

The relevance is considered to be remained high. The Project Design is still relevant in view of consistency
with national policy of Uruguay, Japan’s cooperation policies, and the needs of the target groups. Santa Lucia
River serves as a drinking water source for Montevideo and metropolitan area, where almost 60% of the
entire population is inhabited and the need for water quality control is reasonably high. In addition, Santa
Lucia River Basin is now identified as one of the strategic basins within Agenda for Integrated National
Water Resource Management Plan (2010).

In terms of national policy, the National Water Policy Law was approved by the parliament in October 2009.
‘This Law serves as a base for National Water Policy that focuses the concepts of sustainability, integral
management of water resources, and efficiency in the use of water amongst others.

The Project’s contents are coherent with Japan’s cooperation policies to Uruguay. The environmental
conservation is raised as one of the four priority areas for cooperation policies.

4.2 Effectiveness

The effectiveness of the Project is moderately assured. Regarding the level of achievement of the Project
Purpose, as is discussed in section 3.2.3, it has been mostly achieved. The capacity of DINAMA both in
terms of water pollution control and water quality management are strengthened in the sense that it has
deepen knowledge on the situation of water quality and pollution sources of Santa Lucia River, and that this
increased knowledge has been enhancing DINAMA to better implement water quality monitoring as well as
pollution control. Some communication channel with target municipality as well as related institutions have
been either maintained or strengthened through the Project’s activities,

All of the 6 Outputs have contributed to the achievement of the Project Purpose. However the level of
achievement of Output 2 is considered to be partial, which diminishes the effectiveness of the Project.

4.3 Efficiency

Overall, the level of efficiency of the Project has been adequate. Most of the inputs of the Project have been
utilised to produce outputs. The Development Study was conducted prior to the Project, and this served as a
basis for promoting activities of water quality monitoring with municipalities. The Development Study also
served as a formulation stage of this Project, however it seems that the process of project formulation had not
fostered sufficient mutual understanding regarding the contents of the Project. From the view point of
long-term program level, the efficiency is not high because the mutual understanding should have been
established before the commencement of the Project, at the period of Development Study, However, under
the circumstance of this insufficient mutual understanding, six-months’ discussion at the beginning of the
Project contributed to improve the situation.

4.4 Impact

The Terminal Evaluation team has verified that there are some positive factors that can contribute to the
achievement of Overall Goals, such as increased capacity of DINAMA for better water quality management
and pollution control in Santa Lucia River Basin as well as in other basins in the country. A new initiative for
setting up basin commission in strategic rivers including Santa Lucia River is another positive factor leading
to the Overall Goal. In addition, some positive impacts of the Project other than Overall Goal include: (1)
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The discussion about nutrients and pesticides contamination showed the relevance of this issue and the needs
for coordination among related institutions; (2) Technical capacity at the institutional level of municipalities
was improved; (3) Exchange with national government institutions was strengthened,

No negative impacts have been reported so far.

4.5 Sustainability

The sustainability of the effects of the Project is considered to be relatively high for the following reasons.

4.5.1 Policy aspects

From the pelicy perspective, improvement of water quality management and pollution contrel in Santa Lucia
River Basin is likely to be among the priority areas for environmental management. According to the
National Water Resource Policy Law adopted in 2009, Santa Lucia River is now formally nominated as one
of the two important strategic rivers in the country'®. DINASA was established in 2006 and the National
Water, Environment and Territory Council, the Regional Water Resource Councils, and the Basin
Commissions will be organised under MVTOMA, which involves DINAMA. Thus the sustainability from
policy aspect is expected,

4.5.2 Organisational and financial aspects

In terms of organisational and financial aspects, DINAMA has been conducting water quality monitoring and
pollution control on their own human and financial resources during the course of the Project. Therefore the
sustainability of these activities is relatively high, although it can be affected by the shortage of permanent
staff in DECA and DCDA.

Additionally, there is uncertainty in the following aspects: (1) The public institution reform is now taking
place and MVOTMA is designated as a pilot ministry under the reform; (2) The collaboration system among
relevant institutions in river basin commission is yet to be determined.

4.5.3 Technical aspects

At the fechnical level, the Project has accumulated quantitative information regarding water quality and
pollution control. Regarding river water quality data, database has been constructed and is already
incorporated into a database system. As for pollution control, database was improved and will be
incorporated into the SIA in January 2011. The technical sustainability of managing these data would
increase even more if these database systems are to be utilised both by DINAMA as well as by other
stakeholders. In addition, DINAMA control division is now able to conduct pollution loads analysis on their
own, which is another encouraging factor for technical sustainability,

' The other strategic river is Negro River.
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5. CONCLUSION AND RECOMMENDATIONS
5.1 Conclusion

The Project has made good progress so far. The Project Purpose has been mostly achieved and most of the 6
Outputs are also either mostly or satisfactory achieved, except for Output 2. In terms of the Five Evaluation
Criteria, the relevance is considered to be remained high, the effectiveness is moderately assured and the
efficiency is adequate. Some positive impacts have been observed in terms of increased capacity of
DINAMA for better water quality management not only in Santa Lucia River Basin but alsc in other basins
in the country. In addition, basin commission is now in the process of setting up in several strategic river
basins including Santa Lucia River. Regarding the sustainability of the Project, it is considered to be
refatively high, from policy, organisational/financial, and technical aspects.

5.2 Recommendations
On the ground of the results of the study summarised above, the Terminal Evaluation Team has made the
following recommendations to the Project.

1. DECA is recommended to complete the modification of the revised Water Monitoring Plan and to ensure
actual utilisation of the revised plan by January 2011

2. DCDA is recommended to complete the Draft Strategy for Pollution Control in Santa Lucia River Basin
by January 2011.

3. DECA is recommended to complete the setting up of pollution source database system before the end of
the Project, through its Environmental Information System Department, in coordination with DCDA.

4. Both DCDA and DECA are recommended to ensure the actual utilisation of: 1) pollution source database
system and 2) water quality database system by DINAMA as well as other stakeholders.

5. DECA and DCDA are recommended to continue providing support to municipalities regarding the
utilisation of water quality and pollution source databases. In addition, they are recommended to work on
the same lines with other public and private stakeholders.

6. It is recommended for MVOTMA to allocate sufficient permanent staff for DCDA and DECA in order to
ensure satisfactory operation of river water monitoring and pollution control,

7. It is also recommended for MVOTMA that the institutional set-up of River Basin Commission should be
accelerated.

5.3 Lessons Learned

1. It is difficult to promote effective coordination with relevant institutions if a definite strategy does not
exist at the higher level. A project shall be designed based on the clear understanding of strategic position
of upper parties, otherwise the Project Purpose cannot be properly set.

2. It is important to appropriately incorporate counterpart as well as other stakeholders in the designing
stage of the Project in order to foster mutual understanding and relationship of trust among them.

3. The PDM shall present detail in defining indicators relevant to capacity development so that the level of
achievement of cutputs/outcome can be objectively measured.
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Annex 1 Schedule of the Terminal Evaluation

b S R BN :

11/2 (Tue) {Ms. Tanaka)13:25 Narita— 17 : 35 Munich(LH 715)
21 : 25 Munich

11/3 (Wed) 7:10 Sao Paulo(LH504)
9:25  Sao Paulo -12:00 Montevideo(LH7396)

11/4 (Thu) 9:30 Meeting with JICA Office and JICA Expert Team(JET)
11:00 Interview with JET

11/5 (Fri) 10:00 Interview with Environmental Quality Evaluation Division {DECA)
13:30 Site Visit (Agua Corriente, Paso Severino efc.)

11/6 (Sat) Analysis of the answers of the questionnaire

11/7 (Sun) Draft Evaluation Report

11/8 (Mon) 10:00 Interview with Environmental Quality Evaluation Division {DECA)
11:30 Interview with Environmental Information System Department
14:00 Kick off Meeting
15:00 Interview with Environmental Control and Performance Division (DCDA)

11/9 (Tue) 10:00 Interview with DINASA
12:00 Interview with OSE
15:00 Interview with RENARE

11/10 (Wed) 14:00 Interview with DINAMA Environmental Laboratory

16:30 Interview with IDB

11/11 (Thu)

10:00 Group interview with Municipalities

11/12 (Fri)

9: 30 Interview with UNDP/UNEP

11:00 Interview with DECA

13:30 Interview with DCDA

{Ms. Tanaka) Drafting of Joint Evaluation Report

11713 (Sat)

{Ms,Tanaka)
Drafting of Joint Evaluation Report

(Dr. Yoshida & Mr. Tto) 13:25 Narita- 17 : 35 Munich(LH 715)
21 :25 Munich

11/14 (Sun) {Dr. Yoshida & Mr. Ito) 7:10 Sao Paulo(LH504)
9:25 Sao Paulo -12:00 Montevideo(LLH7396)
(All Japanese evaluation team members) Drafting of Joint Evaluation Report
11/15 (Mon) 09:30 Steering Committee (Presentation by DINAMA.)
14:30 Discussion on the draft of Joint Evaluation Report
11/16 (Tue) 09:30 Discussion on the draft of Joint Evaluation Report
16:00 Meeting with the minister of MVOTMA+ National Director of DINAMA
11/17 (Wed) 09:30 Discussion on the draft of Joint Evaluation Report
12:00 Interview with National Director of DINAMA
11/18 (Thu) 02:30 Discussion on the draft of Joint Evaluation Report
16:30 Report to Embassy of Japan
11/19 (Fri) 13:00 Signing of M/M with the acting national director of DINAMA
14:30 JICA Office
11/20 (Sat) 14 : 00 Montevideo - 16 : 25 Sao Paule (LH7397)

19 : 55 Sao Paulo

11/21 (Sun)

-10 : 25 Frankfurt (L H507)
13 : 30 Frankfurt

11/22 (Mon)

8:30  Narita(L H710)

N



Annex 2 List of Persons Interviewed

MVOTMA

»  Ms. Graciela Muslera, Minister of Housing, Use of Land and Environment

DINAMA

e  Mr Jorge Rucks, National Director of National Direction of Environment

e  Mr. Luis Reoldn, Director of Division of Environmental Quality Evaluation (DECA)

* Ms. Silvia Aguinaga, Director of Division of Environmental Control and Performance (DCDA)
e Ms, Magdalena Hill, Project Coordinator, DECA

*  Mr. Gabriel Yorda, Chief of Water Quality Department, DECA

e Ms. Virginia Fernandez, Chief of Environmental Information System Department, DECA

e Ms. Patricia Simone, DINAMA Environmental Laboratory

DINASA

s Mr. Roberto Torres, Director of Water Resource Division

e Ms. Lourdes Batista, Chief of Administration of Water Department
*  Mr. Rodolfo Chao, Chief of Hydrology Department

RENARE
s  Mr. Carlos Clerici, Director of Land and Water Division

+ Mt Aardn Kacevas, Technical Staff of Land Conservation Department

Mr. José Antonio Bico Uribe, Chief of Irrigation Water Quality Laboratory

Mr. Jorge Carricaburu, Water Analyst of Irrigation Water Quality Laboratory

OSE

» Ms, Emma Fierro, Potable Water Manager

Municipalities

* Ms. Gabriella Feola, Directora del Servicio Laboratorio de Calidad Ambiental, Municipality of
Montevideo

e Ms. Cristina Cacho, Quimica(Area Analitica), Municipality of Montevideo

e Mr Leonardo Herou*, Direccion General de Gestion Ambiental, Municipality of Canelones

s Ms, Beatriz Piriz*, Directora de Higiene y Medio Ambiente, Municipéiity of Lavalleja

o Ms, Valeria de la Pefia, Quimica Municipal, Municipality of Lavalleja

*  Ms. Yanet Hagopian, Quimica, Laboratorio Municipal, Municipality of Florida

e Mr. Carlos Lacava*, Quimico del Laboratorio, Municipality of San José

* indicates those persons consulted through questionnaire only.



IDB Project within DINAMA )
e Mr Leonardo Mesias, Technical Coordinator, Environmental Planning & Management Institutional

Modernization, IDB Project

UNDP/UNEP
*  Mr. Flavio Scasso, Policies and Program Unit, UNDP
¢ Mr Diego Martino, National Staff, UNEP

JET
e  Mr. Itaru Okuda, Chief Advisor/ Capacity Development
e Mr. Shunsuke Hieda, Data Analysis / Evaluation / GIS / Coordination (2)

e Mr. Shinsuke Sato, Inspection / Pollution Control (Treatment)

JICA Uruguay
e M. Yoshikatsu Sato, Resident Representative

e Ms. Naomi Hiroi, General Coordinator for Technical Cooperation



Annex 3 PDM version 20100224

Tiulo del Proyecto: PROYECTO PARA EL CONTROL DE LA GONTAMINACION ¥ GESTION DE LA CALIDAD DEL AGUA EN LA CUENCA DEL RIO SANTA LUCIA

Inslituciones parlicipantes: OPP, DINASA, OSE, MGAR, IMM, 1T, IMSJ, IM Fiorida, 1ML, M Floras

Silio de Proyeclo: La Cuanca del Rie Santa Lutla para jas seis inlendencias (IMM, IMC, IMSJ, IM Florida, IML, IM Flores) y &l Amcyo Pando como referencia

Duracidn del Proyecto: abil de 2008 a marza de 2011 (lres afios)

Version: 20100224

Rasuman Narrativo

Modie de Verificaclén

Supuesto Importante

Objetivo general

- Tomar medidas para mejorar la calidad del agua
en la Cuenca del Rlo Santa Lucia.

- Cooperacién y fortalecimiento de los programas y
proyectos da conlrol de la contaminacion y gestion
de la calidad del agua en coordinacion con los
actores involucrados para promaover fa gestitn
mejorada en ofras cusncas.

- La cantidad de medidas tomadas para mejorar la calidad del
agua de |a cuenca del Rie Santa Lucia,

- Estado de implementacion del sistema de gestidn y control da
fa calidad del agua.

oplnitn ge C/IP

Propésito det Proyecto

« Foralecer fa capacidad de DINAMA y deméas| 1. Eslado de faimplementacion del Plan de Accidn para mejorar el € Pian de Accién El Gobigrno uruguaye acepla €l resultado d2l Proyeclo,
inslituclones invalucradas en lo referants al control sistema de geslién de contrel de ia contaminacidn
de la contaminacion de! agua y a fa gestidn de |g] Las es siguen v
calldad del agua para ¥a cuenca del Rio Santy coordinando entre ellas para mejorar la calidad amblental en
Lucla. la cuenca del Rle Santa Lucia.
2. Estado de la ufilizacltn del sistema de coordinacidn ylactas del Comilé de
lab ion enlre las institucl: invals da Coordinacltn, aclas de las
operacienes
3. Estado de los p pata partir i entref Sitios web e informes de Institucionalizacidn de las delas
instiluciones relevantes CINAMA abiertos al olblico pertinentes para que las medidas ambientales se
4, Estado de la gestitn de datos relativa al conbrol de la Registros, bases de datos de i dentro ds un marco de responsabilidad
contaminacién monitoren Jinstitucional cfaramente definido.
5. Desempefio real en la tarea de instruir a los agentes fuente de  |Regislres instruclivos
contaminacién
Resultados
1 Desarrcllo del sistama de gestidn de DINAMA enfo| 1.1 Cantidad de cursos de ylor ¥ |Regi de los seminarios, Se mantiene la politica de DINAMA sobre conservacidn de la
raferente al contrel de fuentes de conlaminacion y cantidad de particlpantes curses de capacitacion yio calidad del agua,
gestign de |a calidad del agua rauniones
1.2 Contenidos de la avaluacién de la capacidad para el conlrol da  |Informe sobre evaluacidn de la
la contaminacién capacidad de control de la
rnniaminaridn
1.3 Contenido del Plan de Accitn Plan de Accidn
2. Creacion de un  sistema de i 1 21 G i da los asuntos a resolver Regislros da los intercambios
colaboracidn entre las instluciones refevantes]
sujetas al conlrol de las fuentes de conlaminacién
del agualgestidn de la calidad del agua
2.2 Contenidos det sistema de ceordinacidn y colaboracidn Registros da las reuniones dal
Comité de Coordinacidn y olras
raunionAs
3 F de ia da DINAMA y] 31 Cantidad de cursos de idn yfo reuni ¥ |R de los
demas i i invol das en lo ref E carlidad de participantes cursos de capacitacidn yio
sistemas de moritoreo del agua de rios y efluentes reuniones
3.2 Contenides de los asuntes a resolver Registro de los intercambios de
Ideas
3.3 G fdos def plan de i 3 Plan de monilgreo
3.4 Cantidad de muestras ds agua y de sediment fizadas y Regl de
varametras del laboralorlo v andlisis de fa exactitud Redaistros de laboratorio
4. F imi de fa caf de DINAMA y 4.1 Cantidad de cursos de capaci 1ylo i y [Reglstra de seminarios, cursos
demas instilucianes involucradas en (o relativo a faf canlidad de padicipantes de entrenamiento y reuniones
recopilacidn, andlisis y evaluacidn de datos, para e
control de las fuentes de centaminacidn del agua
4.2 Contenide del i {0 de luentes de c id) io de las fuenies de
contaminacion
4.3 Cantidad de dalos de menitoreo en las fuentes de conlaminacifni Registro de las fuentes de
v sus contenidos contaminacion aisfadas
4.4 Contenide de los resultados de los andfisis Informes de los andlisls de los
datos.
5 F de la capacidad de DINAMA paral 5.1 Cantidad de cursos de capacitacion ylo reuni y |Regi! de los seminarlos,
realizar la inspeccidn, 76N y oL i an cantidad de particlpantes cursos de capacitacion y
materia de gestion de 1as fugntes de contaminacion
5.2 Contenides de los asuntas a resolver Reglstros de los intercambios.
la de control de la
contaminacion
5.3 Contenida del estudlo piloto Informe del estudio pilclo
6. Creaclén y ulillzacién de un sistema integrado dej 6.1 Contenido de los datos baslcos y de la informacién acercade  [Bases de dalos de calidad de
informacién para el control de la conlaminacién da fuenles de cortaminacién y calidad de agua agua y de fuentes de
agualgestion de la calldad de! agua contarninacion
8.2 Contenide y accesibilidad a ta informacién ambiental de la Slstema de Informaclon

Cuenca del Rlo Santa Lucla

Ambiental de DINAKA




Actividades

Aportes

Contraparte [aponesa

Contrapare uruguaya

1

2

3

4

5

RESULTADO 1

1.1 DINAMA verifica el sisterna actuat de control de la
contaminacldn, incluidas las leyes, decrelos,
Inslitueidn, personal, sesponsabifidades y

1.2 DINAMA y las | 1es Involucradas adg
conocimientos acerca del sistema y las estruciuras
relacionadas con el control de fa contaminacion a
fravés da cursos de capacilacion y otros medios

ndamindno

1.3 DINAMA desarrolla un Plan de Accidn para mejorar
el sistema y las estrucluras en [o referente al control
de la contaminagidn.

1.4 DINAMA implementa ¢l menciznado Plan de
Accion para mejorar ¢l sistema de control de la
gslion de Ia coantaminacicén,

RESULTADO 2

2.1 DINAMA y las demas instiluciones invelucradas
Identifican los temas a iralar para que el Comité de
Coordinacion contintie furciorande en ferma
srchenible

2.2 El Comité de Coordinacién evaliia y determina et
sistema de coordinacion y colaboarcidn enlre las
inslituciones involucradas

2.3 El Comité Téenica integrado por DINAMA y olras
inslituciones relevantes realiza las actividades de
coardinacion y colaboracidn definidas por el Comilé
de Coordinacién

2.4 Las Instituciones involucradas confirman la
coordinacidn sostenible y el sistema de
<colaboracidn a partir del Resultade de 2.3.

RESULTADO 3

3.1 DINAMA v las instituciones invelucradas fortalecen
sus conocimientos y 1a tecnologla para el monitoreo|
del agua de los rios y los efluentes de las fuentes
e coplaminacion por medio de cursos de

3.2 DINAMA verifica el monitoreo del agua de los rios y
fuentes de contaminacisn

3.3 DINAMA tevisa el plan de monitorec de agua de los|
fios ¥ fuentes de contaminacion sobre |a base del

3.4 DINAMA y las instituclones involucradas
implementan el monitoreo segin el plan revisado.

3.5 DINAMA forialece su capacidad para procesar los
dates ¥ ponerlos a disposicién del Sistema de
Informacion Amblental,
RESULTADC 4

4.1 BINAMA adquiere lecnolegla para el apdlisis v la
evaluacion de datos 2 través de curscs de
capacilacidn y alras medios.

4.2 CINAMA reformula &l inventario de fuentes de
contaminacion,

4.3 DINAMA recoge y analiza los datos de monitoreo
segun los {ipos de fuentes de contaminacion..

4.4 DINAMA adquiere Ja capacidad para describir (2
dindmica de los contaminantes del agua en la
cugnea de! Rio Santa Lucia.
RESULTADD &

5.1 DINAMA adquiere conocimiantes ¥ tecnolegia
sobre contrel de fuantes de contaminacion por
medio de cursos de capacitacion y olros,

5.2 CINAMA identifica sus carencias en cuanto a su
capacidad de inspaccionar, evaluar y hacer cumplir
las normas sobre fuentes de contaminacién.

5.3 DINAMA realiza actividades orientadas a llenar los
vacles identificados en el flem5,2,

5.4 DINAMA prepara la esirategia de conlrol de Ia

Il

5.5 DINAMA implementa un estudio piloto para el
control de la conlaminacién erientado a obtener
Informacidn praclica acerca de las actividades de
conito! de la contaminacion,

5.6 DINAMA comparte ef conacimlento y ias

con los i enr
al centrol de |as fuentes de contaminacién y a una
preduccitn mas limpta a través de seminarics y

RESULTADO &

6.1 DINAMA y las demas crganizaclones intercambian
opinfones acerca de sus necesidades de
Informacion ambiental.

6.2 DINAMA cumple y organiza los dalos y fa
informacién basices sobre fuenles de
contaminacitn y calldad de agua en fa cuenca de!

6.3 DINAMA construye I base da datos de calidad de
agua.

6.4 DINAMA construye la base de datos sobre fizenies
de contaminacién,

6.5 DINAMA incorpora la base de dalos de calidad de
agua al Sistema de Informacion Ambiental.

Expertos de JICA

+ Lider {Desarrello da |a capacidad a nivel insiitucional)

+ Control de fuentes de contaminacién del agua

+ Andlisis y evaluacidn de los datos de monitoreo

«SIG

* Andlisis quimicas ge laboratorio

« Sistema informatico y software para el SIG

+ Costo de! Equipo de Experlos para JICA, de los seminarios,
capacitaciones y publicaciones

» Maleriales para los cursos de capacitacion, publicaciones y
materiales Impresos

- Personal administrativo y
técnico para €l Equipo de JICA

- Territorio, edificios e
instalaciones negesarios para la
implementacion del Proyecto
-Instalacicnes necasarias segun
acusrdo entre [as parles

-~ Espacio de cficina e
instalaciones necesarias para los
miembros del Equipo y afines

- Costos cperativos del Proyecto
(tansporte para las actividades
del Proyecto, costo de los

Las contraparies conlindan en sus puestos para llevar
adelante la actividad.

Sea asignan recursos adecuados de forna continua.
Appropriale budget is continuously allocated,

Se mantlene una relacion de tooparacion enlre DINAMA v los|
actores Involucrados

anélisis costos de viaje
de la contraparle, costos
administrativos)

Pracandiclones

DINAMA asegura su comprom(so en cuanto @ maniener sus
esfuerzos para fograr la gestidn y el conlrol de [a calidad del
agua.

\
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Annex 6 List of Uruguayan Project Members (Uruguayan Counterparts)

i Assipnediperiod. T L Nan . /Rolgimithe Proj - )it}
Mar 2010-present Jorge Rucks Project Director National Director of National
Direction of Environment (DINAMA)
Apr 2008 —Feb 2010 Alicia Torres Former Project Director Former National Director of National

Direction of Environment (DINAMA)

Apr 2008 - present

Silvia Aguinaga

Project Manager

Director of Division of Environmental
Control and Performance
{(DCDA-DINAMA)

Aug 2008 - present

Luis Reolén

Project Manager

Director of Division of Environmental
Quality Evaluation
(DECA-DINAMA)

Apr 2008 - present

Magdalena Hill

Project Coordinator

Project Coordinator, DECA
(DINAMA)

Apr 2008 - present

Gabriel Yorda

Technical counterpart

Chief of Water Quality Department,
DECA

Apr 2008 - present

Virginia Fernandez

Technical counterpart

Chief of Environmental Information
System Department, DECA

Apr 2008 - present

Juan Pablo Peregalli

Technical counterpart

Chief of Emission Control

Department, DCDA

Apr 2008 —May 2010 | Rosario Lucas Technical counterpart Former Chief of Emission Conirol
Department, DCDA

Apr 2008 - present Alejandro Cenddn Technical counterpart Expert appointed to Water Quality
Department, DECA

Apr 2008 - present César Garcia Technical counterpart Expert appointed to Water Quality

Department, DECA

Apr 2008 - present

Javier Martinez

Technical counterpart

Expert appointed to Water Quality
Departinent, DECA

Apr 2008 - present

Gerardo Balero

Technical counterpart

Expert appointed to Water Quality
Department, DECA

Apr 2008 - present

Lizet De Ledn

Technical counterpart

Expert appointed to Water Quality
Department, DECA

Apr 2008 - present

Rosina Segui

Technical counterpart

Technical Staff of Environmental
Information System Department,
DECA

Apr 2008 - present

Mercedes Apa

Technical counterpart

Expert appointed to Emission Control
Department, DCDA

Apr 2008 - present

Catalina Menini

Technical counterpart

Expert appeinted to Emission Control
Department, DCDA

Apr 2008 - present

Maria José del
Campo

Technical counterpart

Expert appointed to Emission Control
Department, DCDA

Apr 2008 —Feb 2010

Alicia Crosara

Technical counterpart

Expert appointed to DCDA

Jun 2009 - present

Carla Brunetto

Technical counterpart

Water Quality and Pollution Source

{OSE) Expert, OSE
Jun 2009 - present Luis Nicola (OSE) Technical counterpart Water Quality and Pollution Source

Expert, OSE

Apr 2008 - present Natalia Barboza Technical counterpart Lab expert, DINAMA Environmental
Laboratory

Apr 2008 - present Patricia Simone Technical counterpart Lab expert, DINAMA Environmental
Laboratory

Apr 2008 - Sep 2010 Sandra Castro Technical counterpart Lab expert, DINAMA Environmental
Laboratory
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Appendix [I
LiST OF ATTENDANTS

< Ministry of Housing, Land Planning and Environment (MVOTMA) >
Ms. Graciela Muslera Minister

<National Directorate of Environment (DINAMA)>

Mr. Jorge Rucks National Director, National Direction of Environment
(DINAMA)

Mr. Luis Reolén Director of Environmental Quality Evaluation
Division

Ms. Silvia Aguinaga Director of Environmental Conirol and Performance
Division

Ms. Magdalena Hill Environmental Quality Evaluation Division

<Embassy of Japan in Urvguay>

Mr. Takashi Morigaki Second Secretary

Mr. Masahiko Mori Assistant

< JICA Mission>

Mr. Mitsuo Yoshida Senior Advisor, JICA

Mr. Mimpei Ito Deputy Director, Global Environment Department,
JICA

Ms. Yuko Tanaka Consultant, Vision & Spirit for Overseas

Cooperation Co., Ltd. (VSOC)

<JICA Uruguay>

Mzr. Yoshikatsu Sato Resident Representative, JICA Uruguay
Ms, Naomi Hiroi Technical Cooperation, JICA Uruguay
<JICA Expert Team (JET)>

Mr. Ttaru Okuda Chief Advisor/Capacity Development

Mr. Shunsuke Hieda Data Analysis/Evaluation/GIS/Coordination
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