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2. M/M

MINUTES OF MEETING
BETWEEN JICA MID-TERM REVIEW TEAM
AND
THE AUTHORITIES CONCERNED OF THE GOVERNMENT OF
THE REPUBLIC OF ZAMBIA

ON
JAPANESE TECHNICAL COOPERATION PROJECT
FOR
THE CAPACITY DEVELOPMENT FOR RURAL ELECTRIFICATION

The JICA Mid-Term Review Team (hercinafier refesred to as “the Team'”) organized by the Japan
International Cooperation Agency (hereinafter referred to as “JICA™) and headed by Mr. Toshiyuki
HAYASHI, JICA Senior Advisor, visited the Republic of Zambia from June 13 to 24, 2011 for the
purpose of cenducting a mid-temn review study on the Project for the Capacity Development for Rural
Electrification (Hereinafter referred to as “the Project”).

During its stay in the Republic of Zambia, the Team had a series of discussions, exchanged views,
and compiled 2 mid-term review report with the authorities concemed of the Government of Republic of
Zambia over the matters for the successful implementation of the Project.

As aresult of the discussions, both sides agreed upon the maters referred to in the document attached

hereto.
Lusaka, June 24, 2011
Mr. Toshiyuki IAYASHI Mr. Teddy J. Kasonso )
Leader, Mid-Term Review Team, Pennanent Secretary
Senior Advisor, Ministry of Energy and Water Developmert

Japan Interational Cooperation Agency Republic of Zambia



ATTACHMENT

1. Recognition of the mid-ferm review report

Both sides recognized that the mid-term review report was proper, and accepted the recominendations
mentioned in the report.

2, Project period
Based on the recommendation in the mid-term review report, both sides agreed to extend the project
peried by one to two years, and to revise the Record of Discussions signed by both sides on 18% Dec. 2008,
subject to approval by JICA Head Office.
Japanese side recognized that Zambian side strongly requested to extend the project period by two years.

3. Revision of Project Design Matrix (PDM) and Plan of Operation (PO)
Based on the recommendation in the mid-term review report, both sides agreed to revise the PDM and PO,
and to approve them as the second version of the PDM and PO by the end of October 2011.

Appendix : Mid-term Review Report
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Joint Mid-term Review Report
On

Capacity Development for Rural Electrification Project

Lusaka, June 23, 2011
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List of acronyms and abbreviations

APO  Annual Plan of Operation

D/D detailed design

DOE  Depariment of Energy

F/S feasibility study

ICC Joint Coordinating Committee

IFY Japanese Fiscal Year

JICA  Japan International Cooperation Agency
K Zambian Kwacha

MEWD Ministry of Energy and Water Development
PDM  Project Design Matrix

PO Plan of Operation

PV photovoltaic

RD Records of Discussions

REA  Rural Electrification Authority

REF Rural Electrification Fund

REMP Rural Electrification Masier Plan
ZESCO ZESCQ Limited



1. Imtroduction
1.} Objectives of the review

The joint mid-term review was conducted with the following objectives:

(1) To verify the accomplishments of the project;

(2) To examine the process of project implementation;

(3) To identify obstacles and/or enabling factors that are affecting the implementation process;

{4) To provide recommendations on the project regarding the measures to be underiaken for the
remaining period; and

(5) For the Zambian and Japanese sides to jointly prepare and agree on the Mid-term Review Report.

1.2 Methodology

(1) Joint Evalnation

The project was jointly evaluated by the review team composed of Zambian and Japanese using the
project design matrix (PDM) and plan of operation (PO) as key references. The evaluation activities
included report analysis, interviews with project members, and observation of project activities. The
evaluation follows the JICA Guideline for Project Evaluation and is basically based on the five
evaluation criteria: relevance, effectiveness, efficiency, impact and sustainability.

(2) The Five Evaluation Criteria

1)} Relevance
Relevance refers to the integrity and necessity; whether the project purpose meets the needs of the
intended beneficiaries; whether it is consistent with the host country’s policies and Japan’s aid policies;

and whether the approach of the project is appropriate.

2) Effectiveness
Effectiveness refers to the extent to which the project purpose has been achieved to benefit the

beneficiaries and target socisties.

3) Efficiency
Efficiency refers mainly to the relationship between the costs and outputs; whether input resources have

been utilized effectively or not.

4) Impact

Impact refers to the long-term effects and ripple effects brought by the implementation of a project;
including the achievement level of the overall goal and unintended positive and negative effects.

5) Sustainability

Sustainability refers to the extent to which the achievements of the project would be further continued or
expanded after the completion of cooperation.

1.3 Members of the joint review team

(1) Japanese team

Role in the team Name Position/ Organization

Team Leader Mr. Toshiyuki Senior Advisor, Economist: Power Development Planning /
Hayashi Rurai Electrification, JICA

Project Management Mr. Masanobu  Associate Expert, Electric Power Division, Natural Resources
Mayusumi and Energy Group, Industrial Development Depariment JICA

Evaluation and Mr. Hirofumi Consultant, IC Net Limited

Analysis Ishizaka
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(2) Zambian team

Role in the team Name Position/ Organization
Team Leader Mr. Maxwell Director, Human Resources and Administration, REA
_ Phiri Zeffinati

1.4 Schedule of the review

The review was conducted from 14 to 23 June 2011. The detailed schedule can be found in Annex 1

2. Outline of the project
2.1 Background of the project

Zambia is aiming to improve the rural electrification rate from the current 3% to 50% by 2030. Japan has
been aiding Zambia by assisting the development of the Rural Electrification Master Plan (REMP).
However, the Rural Electrification Authority (REA) which is tasked to promote rural electrification did
not have sufficient capacity to implement the REMP. Apainst this background, the current project which
aims to enhance the capacity of the Department of Energy (DOE) and REA to implement the REMP
commenced in August 2009 and is planned to close in August 2012,

2.2 Project overview
2.2.1  Overall Goal

The Overall Goal of the project is:
Access to electricity in rural areas increases in accordance with the REMP,

2,22 Project Purpose

The Project Purpose is:
The capacities of DOE and REA for planning and implementing the REMP are strengthened.

22,3 Outpuis

There are six cutputs. These are:
1. Technical capacities for planning rural electrification projects are developed and enhanced
2. Technical capacities for implementing rura) electrification projects are enhanced
3. Project management system is improved and strengthened.
4. Technical capagities for photovoltaic (PV) systems are developed and enhanced.
5. Capacities for npdating the REMP are developed and enhanced.
6. REA’s capacities for financial management of Rural Electrification Fund is developed and

enhanced.
224 Implementing agency
REA
225 Ta;'get group

Primary: DOE and REA
Secondary: ZESCO Lid. (ZESCO)



3. TImputs provided io the project

3.1 Japanese side

A list of Japanese experis provided to the project is given in Table 1. As of 1 June 2011, a total of
approximately 46 person-months of experts have been provided to the project. This translaies into an
average input of 25 person-months per year.

Table 1 List of Japanese experts provided

As of 1 June 2011
Total

Name Technical Field person-months

Zambia Japan

1 M Kazuhiko Miyamori  Rural Electrification Advisor 10.00 0.40
2  Mr Tsutomu Takahashi  Coordinator 847 037
3 Mr Keiji Shiraki Short-term Expert Leader 1.60 L10
4  Mr. Hirokazu Nakanishi  Deputy Short-term Expert Leader/Rural Electrification Planning 1.53 040
5 Mr Hideki Wada Distribution Planning 1 137 140
6 Mr. Tatsumi Fukunaga Distribution Planning 2 273 L20
7 Mr. Toshiaki Kimura Mini-Hydro Power Development (Civil Engineering) 230 100
8 Mr. Ryosuke Hatano Mini-Hydro Power Development (Electrical Engmeermg) L17 090
9 Dr. Akio Shiota Photovoltaic (PV) Systems 440 170
10 Dr. Takeshi Kikukawa Financial Management 127 047
11 Mr. Ryosuke Hatano Cooxdinator / Assistant Rural Electrification Planning 110 1.17
Total person-months 3594 10.11

The equipment provided by the Japanese side is listed in Table 2. Equipment worth USD 50,721 in total

including a 4WD vehicle has been provided as of 1 June 2011.

Table 2 List of equipment provided by Japanese side

As of 1 June 2011

Item Specification Units  Cost (USD)

1 Vehicle Nissan Pairol (4WD) 1 45,350
2  Projector Epson 879 LCD 1 1,071
3 AC/DC clamp meter Hioki 3287 .5 1,337
4 Huminance meter Yokogawa 51001 1 513
5 GPS receiver Garmin eTrex Legend HCx 1 336
6 Voltage logger Hioki 3645-20 5 1,337
7 Communication base Hioki 3912-20 i 280
8  Telescopic Ladder Hasegawa HPS-38BC 1 380
9 Radiation thermometer Custom IR-360 1 38
10 Battery charger Panasonic K-KJQ9IM34R. 2 79
Sub-total 50,721
Cost (K)

11 GPS 1 2,890,000
12 Printer 1 524,000
13 Digital Camera 1 1,550,000
Sub-total 4,964,000

The local cost borne by the Japanese side is indicated in Table 3. A total budget of K (Zambian Kwacha)
29,059,150 and K 35,889,000 has been spent in Japanese fiscal years (JFYs) 2009 and 2010 respectively.
For JFY 2011, K 78,700,000 has been budgeted. These figures do not include all the costs of equipment
provided by the Japanese side listed in Table 3 but iterns 2, 11, 12, and 13, cost of dispatching Japanese
experts and training of counterparts in Japan.
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Table 3 Local cost borne by Japanese side

Unit: Zambian Kwacha

Japanese Fiscal Year'
Teem 2009 2010 2011 Total
Total 29,059,150 35,889,000 78,700,000 143,648,150

Note 1; Japanese fiscal year starts in April and concludes in March
Note 2: Planned budget

A list of overseas training conducted under the Japanese budget is given in Table 4. One training
opportunity has been provided so far.

Table 4 List of overseas training conducted ander Japanese budget

As of 1 June 2011
Course Title Duration Participant’s Name Position/Organization
Sustaipable Rural Electrification 03/Nov/2010 - . Sor. Renewable
Promotion Utilizing Renewable Energies 04/Dec/2010 Fred Mushimbwa Energy Officer / REA

3.2 Zambian side .

A list of Zambian counterparts and personnel involved in the project is provided in Table 5. A total of 12
people have a role in the project.

Table 5 List of Zambian counterparts

Role in Projsct Name Position Organization
Project Director Mr. Teddy Kasonso Permanent Secretary MEWD?
Deputy Project Director M. O. Kalumiana Director DOE
Project Manager Mr. Wilfred Serenje Chief Executive Officer REA
Counterpart Mr. Morgan Mutale Chiselebwe  Director-Finance REA
Counterpart Mr. Francis Mulenga Director-Technical REA
Counterpart M. Fred Mushimbwa Sor, Renewable Energy Officer REA
Counterpart M. Stanley Lyalabi Sor, Mini Hydropower Dev. Officer REA
Counterpart Mis. Susan Nalavwe Daka Senior Accountant REA
Counterpart Mr. Clement Chiwele' Prov. Rural Electrification Officer REA
Counterpart Mr. Siwalkowi Wankunda HR & Administration Officer REA
Counterpart M., Patrick Mubanga Power Distribution DEV. Officer REA
Counterpart Mr. Nelson Mbulo Power Distribution DEV, Qfficer REA

Note 1: Currently not counterpart due to resignation from REA
Note 2: Ministty of Energy and Water Development

The financial contribution made by the Zambian side 1o the project is indicated in Table 6. In-kind
contributions by the Zambian side include the provision of office for the Rurat Electrification Advisor,
Coordinator, and Short-term Experts.

Table 6 Financial coniribution by Zambian side

Unif: Zambian Kwacha

Zambian Fiscal Year
ftern 2009 2010 2011 Total
Total 1000,000 100,000,000 350,000,000 451,000,000

* Planned budget



4. Achievements and implementation process of the project
4.1 Cutputs

411 Outputl

The main achievements of Output 1 are summarized in Table 7. Initial discussions on the planning
process for rural electrification have been made. Manuals for feasibility study (F/S) for both grid
extension and mini-hydro have been drafted. REA has prepared the Annual Work Plan and Budget for
2011. Data gathering exercises for preparing RGC electrification plans have been conducted, However, it
is difficylt to judge to what extent the technical capacities for planning rural electrification projects have
been enhanced because it is not clear what Output 1 is exactly ainning to achieve,

The narrative summary for Output 1 which reads “technical capacities for planning rural electrification
projects are developed and enhanced’ is rather broad. The Records of Discussions (R/D) version of
Qutput 1 which reads ‘technical capacities for planning annual work plan for rural electrification
projects...” do not match with the PDM. Some of the objectively verifiable indicators for Qutput 1 are
inappropriate. For example, the Annual Work Plans are already prepared by REA and not DOE. It is not
clear which RGC Electrification Plan or F/8 reports the indicators stated in the PDM is referring to.
Moreover, the PDM does not define appropriate means of verification. The PDM does not indicate how
to judge whether the Annual Work Plan or F/S reports prepared are appropriate. The PDM must be
corrected so that the narrative summary for Output] and iis objectively verifiable indicators reflect what
the project is exactly aiming to achieve.

The current or the intended planning process for rural electrification projects has not become fully clear,
at least to the Japanese experts. Despite the importance of streamlining the process starting from the
REMP down to the completion of consiruction work so that rural electrification progresses quickly, there
have been limited discussions on this issue. It has not become clear how the REMP is translated into the
Annual Work Plans through the five-year rolling plan or when, how, and if pre-F/S, F/S, and detailed
design (D/D) are conducted or supposed to be conducted. More discussions are necessary to come up
with the optimal planning process and fo effectively implement the corresponding technical transfer in
the project.

Table 7: Achievements of Output 1

Objectively Verifiable Indicators Achievements to date
1.1 Necessary manuals are prepared. e  Manuals for F/S for both grid extension and mini-hydro have been

1.2 DOE/REA is able to prepare drafted.

appropriate Annual Work Plan. *  REA has prepared the Anmual Work Plan and Budget for 2011,
1.3 RGC Electrification Plan is »  Data gathering exercises for preparing RGC clectrification plans
prepared. : have been conducted.

1.4 F/S reports are appropriately

prepared.

412 Ouiput2

The main achievements of Output 2 are summarized in Table 8. Manuals for D/D for both grid extension
and mini-hydro have been drafted. Manuals for construction work management for both grid extension
and mini-hydro have been drafied. Technical standards for grid extension have been drafted.

The project has been strengthening the techinical capacities for rural electrification by grid extension and
mini-hydro. Of the various skills required to promote rural electrification, the Short-term Expert Team
has focussed on enhancing the capacity required to manage rural electrification projects from the client’s
perspective. The definition of F/S and D/D, and how REA should engage in such activities are being
discussed with the counterparts in the course of technical transfer.

However, it is difficult to judge to what extent the technical capacities for implementing rural



electrification projects have been enhanced because the objectively verifiable indicators for Output 2 are
not well defined. The current indicators are insufficient for measuring the level of capacities developed.
Moreover, it is not clear which or how many D/D reports or construction works the indicators are
pointing to and whether production of such reports or completion of such works can be regarded as a
sign of appropriate capacities being enhanced.

Table 8: Achievements of Outpni 2

Objectively Verifiable Indicators Achievements to date

2.1 Necessary mannals are prepared. e  Manuals for /D for both grid extension and mini-hydro have
2.2 D/D reports are appropriately been drafted.

prepared. s Manuals for construction work management for both grid

2.3 Construction works are extension and mini-hydro have been drafted.

appropriately completed. o Technical standards for grid extension have been drafted.

413 Output3

The main achievements of Output 3 are surmmarized in Table 9. Project activities on contractual
processes and contract management have been limited to date. However, it is difficult to judge to what
extent the project management system has been enhanced because the objectively verifiable indicators
for Output 3 are not well defined. The current indicators are insufficient for measuring the level of
improvement. Moreover, it is not clear which or how many tender documents, F/S reports, D/D reports or
construction works the indicators are pointing to and whether production of such documenis or
completion of such works can be regarded as a sign of improvement.

Table 9: Achievements of OQutput 3

Objectively Verifiable Indicators Achievements to date
3.1 Appropriate Tender Docuinentsare  No major progress io date.
prepared.

3.2 Necessary manuals are prepared,
3.3 F/S reports are appropriately
prepared. ‘

3.4 D/D reports are appropriatcly
prepared.

3.5 Construction works are
appropriately completed.

41.4 Output4d

The main achievements of Output 4 are summarized in Table 10. The technical capacities of REA for PV
systems are being developed and enhanced by the project. Three officers are currently being trained in
this subject. One officer has sufficiently understood the Basic Level PV Training Course, All of them are
acquiring knowledge and skills necessary to design and inspect PV systems. Through on-site inspections,
they have realized the proper way to inspect PV systems. The standard technical specification of PV
systems, PV dissemination plan, PV human resource development plan, and materials for PV system
training courses have been prepared. The project is on track to develop PV specialists who will be able to
train others.

Through project implementation, it has become apparent that it is premature to develop a strategic plan
for PV at this stage. Instead, the PV dissemination plan has been proposed by the Japanese expert. It has
also become apparent that the ultimate aim of Output 4 should be the development of trainers on PV
systems within REA, i.e., basically the development of experts who would be able to continue capacity
development of REA in that field. Hence the objectively verifiable indicators for Output 4 require

revision.
One of the major constraints for capacity development is that there is only one technical officer in charge

of PV systems. Both the Japanese and Zambian sides are making efforts to overcome this situation by
involving other officers in the technical transfer. The successful capacity development of REA for PV



systems depends very much on REA being able to retain and increase the number of officers.
Table 10: Achievements of Outpat 4

Objeciively Verifiable Indicators Achievements to date

4.1 The technical specification of PV o One officer has sufficiently understood the Basic Level PV
systems is prepared. Training Cowrse,

4.2 Strategic plan is prepared. e  The standard technical specification of PV systems, PV

4.3 Human resource development plan dissemination plan, PV human resource development plan, and
is prepared. materials for PV system training courses have been prepared.

4.4 Qualified trainers are trained.

4.5 Qualified inspectors and engineers
are trained.

4.6 Qualified technicians are trained.,
4.7 Necessary text books and manuals
are prepared.

4.1.5 Onutpui s

The main achievements of Output 5 are summarized in Table 11. A thorough consideration on how the
REMP should be updated has been conducted. Guidelines for REMP revision have been drafied.
However, the actual revision or updating activities have not taken place. Given the fact that the REMP is
a long-term plan and that it was only officially launched in 2010, it does not make sense to update the
plan in a short cycle or to actually update it within the current project lifespan. Hence the objectively
verifiable indicators for Output 5 reguire revision.

Table 11: Achievements of Qutpnt 5

Objectively Verifiable Indicators Achievements to date
5.1 REMP is properly updated. «  Guidelines for REMP revision have been drafted.
5.2 Guidelines ave prepared. :

416 Outputé

The main achievements of Oufput 6 are summarized in Table 12. The financial management capacities of
REA have been developed substantially between the time the project was formulated in 2008 and started
to fully operate in 2010. Most of the activities planned for Output 6 have already been or are being
implemented by REA. The two objectively verifiable indicators for Quiput 6 have already been achieved
without the project. In fact the Japanese expert and counterparts involved in the finance component have
identified that the development of an integrated reporting system was the next step to enhance the
capacity of REA in financial management. The objective and activities of Qutput 6 need to be
re-articulated and the objectively verifiable indicators need to be revised.

Table 12: Achievements of Output 6

Objectively Verifiable Indicators Achievements to date

6.1 Necessary guidelines and manuals e  The course of action to enhance REA’s financial management
are prepared. capacity has been identified.

6.2 Financial Report is properly

prepared.

4.2 Project Purpose

The achievements of the project in reference to the Project Purpose are shown in Table 13. REA officers
who are counterparts of the Japanese experts are gaining useful knowledge and experience. Manuals to
establish the standard procedures for REA’s work are gradually being developed. However, it is not clear
from the PDM to what extent the project is aiming to enhance the capacities of REA. Therefore, it is
impossible to judge whether the project purpose is likely to be achieved within the current project period.

The stated Project Purpose is problematic in two aspects. Firstly, it is not clear what is meant by



‘planning REMP.” The ‘planning’ is replaced by ‘updating’ in the R/D which makes things even more
complicated. Secondly, it is REA who is tasked to implement the REMP and most probably not DOE. i
is also not clear what role the two organizations are meant to play in updating the REMP.

The objectively verifiable indicators stated in the PDM are no better. It is not possible to judge whether
the stated objectively verifiable indicator for the Project Purpose can be attained. The vagueness of the
statement prevents judgement on whether it is likely that REA will become capable of ‘properly’
implementing the Annual Work Plan and that the target electrification rate is achieved accordingly. REA
has been preparing the Annual Work Plan and Budget, and also the Annual Report but it is not clear what
constitutes a ‘proper’ implementation. There is no ‘target electrification rate’ as such stated in the Annual
Work Plan. Clearly, the current stated objectively verifiable indicator for the Project Purpose is
problematic.

In sum, the technical capacities of REA will most likely be strengthened through this project. But
whether that translates into the Project Purpose being achieved is unclear because its objectively
verifiable indicator is inappropriately defined.

Table 13: Achievements of Project Parpose

Obiectively Verifiable Indicators Achievements to date

Annual Work Plan by REA is properly e  REA officers are gaining useful knowledge and experience.
implemented, and target electrification e  Manuals to establish the standard procedures for REA’s work are
rate is achieved. gradually being developed.
*  Annuval Work Plans are prepared but without the help of the
project.

4.3 Crosscutting implementation process
(1) Planning and monitoring

There is room for improvement in the overall administration of the project. In particular, monitoring and
reporting of project progress requires attention.

The PDM and PO are not effectively functioning as project management tools. They have not been
frequently referred to by the project members. Project progress and achievements are not been recorded
against the ouiputs stated in the PDM. The PDM and PO have not been sufficiently updated. Some
project members have suggested that the PDM and PO should be revised for clarity but there has been no

consensus,

The project commenced in August 2009 with the dispaich of the Rural Electrification Advisor. The
Advisor drafted and shared the work schedule of the project with REA. However, the Joint Coordinating
Commitiee (JCC), which is supposed to approve the annual work plan of the project, was not held until
August 2010, The PDM and PO were only approved by the project stakeholders one year after project
commencement. There is no sign of the PDM or the PO being effectively used as project management
tools during the first year of the project.

Prior to the first JCC, in July 2010, the Short-term Expert Team was engaged. The Team, in conjunction
with the counterparts, prepared a detailed plan of project activities in the form of Activity Plan, first
produced in August 2010 and then revised in May 2011, in place of Annual Plan of Operation (APO).
However, the way the activities are structured in the Activity Plans differs from thiat of the PDM and PO.
As a consequence, the results of the project activities reported in the Progress Reports cannot be easily
compared with the outputs and targets stipulated in the PDM and PO. The project activities seem to be
properly planned and implemented according to the Activity Plans, but monitoring is problematic
because progress and achievements are not recorded against the PDM and PO.

The Short-term Expert Team has expressed that it had difficulties in digesting some parts of the PDM.
Hence the Activity Flans were based on the best interpretation of the PDM, and the Team’s technical __
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expertise and experiences.
(2) Communication, decision-making, and implementation structure

Communication among project members has room for improvement. The communication within the
Japanese side consisting of the Coordinator and Short-term Expert Team has not always been smooth.
The parties seem to have been hesitant to actively communicate with one another, to say the least. The
fact that each party has a separate contract with JICA and that the expectations regarding their
relationship have not been defined in detail may have contributed to the problem. Moreover, the roles
and decision making rules among the parties do not seem to have been properly established.

The communication between the Japanese experts and REA at the administrative level has been rather
limited. The Japanese experts have not been able to fully understand the challenges and intentions of
REA or to fully obtain the information necessarily to effectively perform the technical transfer. The fact
that the Short-term Experts stay in Zambia only for a very short time and, that REA is understaffed and
its officers are overstretched has been a contributing factor.

Tools to enhance communication are insufficient. Apart from the JCC, there is no regular meeting on the
project. There is no common format to regularly share the progress, problems, and plans of the project.
This is limiting the information flow among project members. It is also restricting the chances of
improving project implementation.

The Joint Working Group, which was to be composed of REA, DOE, ZESCO, and other stakeholders,
has not been formed. DOE and ZESCO have had very limited cngagement with the project. Moreover,
given the objective and limited resources of the project, and the mandate of those organizations, there
seems to be little scope for DOE and ZESCO to seriously participate in the project. However, the lack of
the Joint Working Group has not affected the project.

DOE believes that the project would benefit the DOE in the areas of planning rural electrification,
monitoring and evaluation, and updating of the REMP. Although DOE recognizes that it may not be
possible to fully participate in all the capacity building programmes of the project, it has expressed that
to allow for DOE to prepare better in terms of gauging whether or not to participate in some of the
programmes, there is need for the project to send detailed schedules which show the dates and time of
courses at least two weeks before commencement,

(3) Technical iransfer

The counterparts are appreciative of the technical transfer provided by the project. The Japanese experts
have been praised for generally having a high level of technical expertise, openness to suggestions, and
receptiveness to local realities. The existing capacities of the counterparts were assessed either explicitly
or inexplicitly before any training was conducted. Training and advice have been given according to
progress thereafter. The PV system component has taken a more structured approach than others. First, a
basetine assessment was conducted. Then, a structured training course was conducted. The understanding
of the participants was assessed and feedback was given utilizing a radar chart that highlighted the
strengths and weaknesses of each participants. In sum, it can be concluded that the technical fransfer is
implemented taking into account the capacity and constraints of the counterparts and counterpart
organisations.

However, the Japanese expeits and counterpasts have found it challenging to secure sufficient common
time. Moreover, the counterparts face difficulties in concentrating on the technical transfer because they
are frequently distracted by the need to attend to their regular duties. The counterparts have expressed
preference for on-site training and structured training in an isolated environment so that they can
concentrate and get more out of the technical transfer. They also feel that they should be able to spend
more time on the manuals being developed. One of the counterparts suggested that it would be better if
they can draft the manual and the Japanese experts provide a critical review.



The counterparts also suggested that a resident expert who they could consult whenever they face
technical problems would be of great help. Even if such expert is not a specialist in all the technical
fields covered under the project, if he/she can provide general directions or get in touch with the relevant
shori-term expert and convey the advice obtained to the counterparts, it would help accelerate their
capacity development. Similar suggestions were made by Japanese experts as well.

5. Evaluation resulis

5.1 Relevance

" The relevance of the project is very high, although some of the assumptions made during the ex-ante
evaluation have proved to be inaccurate. The necessity of the project is high and the project is addressing
issues of high priority as expected during the ex-ante evaluation. With regards to the approach of the
project, it seems that the expected roles of the target group have not been accurately defined.

The project content matches with the rural electrification needs of Zambia. It is in line with the needs of
REA. The situation has not changed since the ex-ante svaluation,

In principle, the Project Purpose and Overall Goal are consistent with the rural electrification policies
and development policies of Zambia. Its Sixth National Development Plan (2011-2015) states that the
government will aim to increase the rural access to electricity from the current 3.5 percent to at least 15
percent. The strategy identified to achieve this goal is the implementation of the REMP. However, the
Overall Goal requircs refinement becanse it is nnrealistic.

The Project Purpose and Overall Goal are consistent with the aid policies of Japan. Its Official
Development Assistance Rolling Plan for Zambia explicitly states that Japan will provide assistance to
strengthen the capacity of REA. The policy has not changed since the ex~ante evaluation.

JICA has a clear advantage in providing the current assistance. The REMP was developed under
Japanese assistance. The project has clearly been able to capitalize on Japanese technical expertise and
experiences. Especially regarding the PV system component, experiences in JICA assisted projects in
many countries including Malawi has been utilized. Development of training materials has benefited a
great deal from past experiences.

The project is complimenting assistance provided by other donors and generating synergy. On one hand
there is no duplication of assistance among donors. The project is building on the existing capacity
including manuals and practices to enhance the capacity of REA. On the other hand, the capacity
strengthened by the project will contribute to the effective implementation of rural electrification projects
funded by the Zambian Government and donors. The project has already contributed towards the
successful implementation of the solar component of 2 World Bank assisted project. The current project
helped correction of the specifications for PV systems.

Given that the main objective of the project is capacity development for implementation of the REMP,
the target group of the project should be REA. Still, ZESCO is required to be involved as a collaborating
organization which provides information necessary for REA to implement the REMP. DOE needs to
monitor the project as a policy and oversight organization but DOE need not necessarily be the target of
the project because the content of the capacity building provided through the project is not policy related.

Given the objective of the project and the need for intense capacity development of REA’s officers, it
seems that it was overambitious and perhaps inappropriate for the project to directly target those in
charge of PV systems at public facilities, schools, and local governments, and private PV system vendors
for the technical training on PV systems. It makes more sense to concentrate on developing manuals and
training materials on PV systems for REA officers and to train them in such field so that they will
become able to teach other parties. The final two points mentioned here are different from the ex-ante

evaluation.
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5.2 Effectiveness

The project is effective in the sense that it is strengthening the capacities of REA officers to implement
rural electrification projects. However, it is not possible to provide a rating on the effectiveness at this
stage. As stated earlier, it is not possible to assess to what extent the Project Purpose is being achieved
partly because its objectively verifiable indicator is inappropriately defined and also because the
achievements have not been monitored and recorded sufficiently.

The outputs stated in the PDM seem to be sufficient for attaining the Project Purpose at first glance. A
close examination raises some concerns. As mentioned earlier, the way the activities are structured in the
Activity Plans differs from that of the PDM. In total, the activities planned in the PDM are covered in the
Activity Plans but differences, such as the activities under Outputs 1, 2, 3 and 5 of the PDM being
regrouped under three new headings, are apparent. The fact that the Activity Plans have been agreed by
all the stakeholders of the project and that project activities have progressed without major problems
according to these plans suggests that the PDM and PO need restructuring.

The important assumptions which need fo be fulfilled to attain the Project Purpose need some revision.
The Sixth National Development Plan has come into effect replacing the fifth. The important assumption
is probably not the Rural Electrification Fund (REF) being properly allocated in accordance with the law
per se but may simply be sufficient budget made available for REA to implement rural electrification
projects. REA would also need to retain its qualified staff and maintain its current legal status,

5.3 Efficiency
The efficiency of the project is moderate.

As siated earlier, it is difficult to assess whether the achievement levels of the outputs are adequate parily
because the objectively verifiable indicators are insufficiently defined and also because the achievements
have not been monitored and recorded sufficiently.

As explained below, the project has suffered from the late engagement of the Shori-term Expert Team in
terms of efficiency because very little was achieved during the first year. Also as explained below, the
way in which JICA assigned and managed the Japanese experts turned out not be economically optimal,

Since the engagement of the Short-term Expert Team, the extent and volume of activities seemn sufficient
although if the Japanese experts and counterparts can spond more time together, for example, to work on
the manuals, the capacity development being undertaken will be more productive. There are basically no
nnnecessary activities conducted. Because the ownership of REA over the outputs produced by various
activities including those under other projects is high, whatever existing useful outputs are utilized
properly in the current project. For the on-the-job training including the on-site training, the project has
made arrangements with other projects so that the current project can utilize the sites under other

projects.

Ag stated earlier, however, the project activities have not been implemented according to the PDM and
PC. Some of the activities staied in the PDM require clarification. Terms such as RGC Electrification
Pian, F/S, and D/D appear in many activities but it is not clear which plan or project they are referring to.
The precise definitions of these terms are also not clear. The PDM and PO require restructuring for
efficient and effective project implementation.

Regarding the inputs by the Japanese side, the dispatch timing of the Short-term Expert Teamn was
delayed by approximately six months. According to the initial plan, the Short-term Expert Team was
expected to work together with the Rural Electrification Advisor. The team would dispatch specialists in
the required technical field for a short duration at planed intervals while the Advisor facilitates
communication between the Japanese experts and counterparts, and follow up on issues that arise when
the specialists are absent. In reality, only the Advisor was dispatched in the first year. As a result, very
little progress was made during the first year. Consequently the PO was revised.
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From the second year, the Coordinator was engaged in place of the Rural Electrification Advisor. The
Short-term Expert Team has benefited fiom his logistical support, summarizing of REA’s key documenis,
and follow-up on information requests made to REA while the Team was away. Generally, however, the
Coordinator has been underutilized. The lack of enthusiastic communication between the Coordinator
and Shorst-term Expert Team, and the fact that the Team had its own coordinator are some of the likely
reasons. Although the Coordinator was tasked by JICA to relay messages between the Short-term Expert
Team and counterparts, this role was not sufficiently recognized by project members. In addition,
because the Coordinator was not expected fo provide technical advice, the interaction with the.
counterparts was rather limited. Otherwise, the number, techaical field, and dispatch timing and duration
of Japanese experts have been reasonable.

Generally, the Japanese side has provided the necessary equipment in 2 timely manner. However, the
vehicle procured by the project could have been utilized more frequently, particularly by the Short-term
Expert Team. The possibility of introducing software to enhance the rural electrification planning and
establish an integrated reporting system is being considered. The budget of the Japanese side has so far
been sufficient for project implementation.

On the Zambian side, given REA’s current staffing and workload, the number, technical field, position,
and assignment period of counterparts have been appropriate. REA has basically assigned all relevant
officers as counterparts to the project. However, it would definitely be more beneficial for REA if it can
secure more staff and assign them as counterparts. The capacity of the Japanese experts allows such room.
Moreover, the project will be more cost effective as it will be training more people under the same

budget.

REA has provided sufficient budget and logistics to the project. There has been no major problem
regarding the expenses to be provided by the Zambian side. There was an instance when the cost sharing
agreement with the Japanese side was not clear and REA’s budget for that particular occasion turned out
to be insufficient but this kind of trouble can be easily averted by communicating to each other
beforehand.

5.4 Impact

It is too early to predict the impact of the project at this stdge. However, it is highly unlikely that the
stated Overall Goal will be attained. Access to electricity in rural arca is not likely to increase in
accordance with the REMP. The targeted rral household elecirification rate is much higher than that of
the Sixth National Development Plan. The Sixth National Development Plan targets an increase from the
current 3.5 percent to at least 15 percent by year 2015. The current Overall Goal is overambitious. There
are no negative effects observed to date.

3.5 Sustainability

Analysis of the current policy, institutional, organizational, and financial environment surrounding roral
electrification and the outcome of the technical transfer to date suggesis that the sustainability of the

project would be high.

Policies and institutions on rural electrification are likely to be maintained if not strengthened. Since the
ex-ante evaluation, the REMP has been officially launched. The Sixth National Development Plan
starting from 2011 continues to recognize the importance of rurat electrification.

The organizational capacity of REA has been steadily strengthened since the ex-ante evaluation. The
number of staff was 24 when the project stared in 2009. This has risen to 29 over approximately one
year. REA is currently trying to add 11 more. The positions include six engineers, a surveyor, an
economist, and an accountant. REA has also developed its second Strategic Plan covering the period
from 2009 to 2013. Although REA still requires substantial capacity building including the recruitment of

staff, it is likely that it will continue to be strengthened into the firture. ,——w
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There is already a reasonable amount of budget being secured to implement rural electrification projects
although it is not at par with the requirements set in the REMP. The annual amount made available to the
REF was approximately K 22 billion in 2008. This has risen to K 69 billion in 2009 and to K 121 billion
in 2010. Similarly, the recurrent budget for REA has been increased from K 1 billion in 2008 to X 10
billion in 2009 and X 12 billion in 2010.

The techniques and methods introduced by the project so far are generally well-received by the
counterparts. REA’s ownership over the manuals being produced is high. There are no technical barriers
that impede the sustainability of the project achievements at this stage. Currently, factors that may
Jjeopardize the sustainability of the project cannot be found.

6. Factors enabling the realization of positive effects

Both the Zambian and Japanese sides have been very considerate towards the consiraints and limitations
of each other. Both sides are appreciative of each other and this has contributed to the smooth technical

transfer.

The REMP has been instrumental in drawing attention to and mobilizing finance for rural elecirification.
As a result, there have been substantial increases in REA’s budget, confirming the importance of REA
properly performing its duty. This in turn is raising the relevance of the technical transfer provided by the
current project,

7., Factors obstructing the realization of positive effects

There is basically no significant external factor that impedes the progress of the project. However, the
limited number of REA staff against the large volume of regular work to be done poses a challenge for
project activities. The frequency and intensify of interaction between the Japanese experts and REA
administration have been rather limited. This has caused some anxiety among the Japanese experts. Both
sides, particularly at the top level, need to discuss more frequently and frankly so that the project will
become more productive.

8. Conclusions

The relevance of the project is ‘very high. Efficiency has been moderaie. The project is effective but a
rating cannot be given at this stage. Similarly, it is too early to predict its impact. However, it is expected
that the sustainability of the project outcomes would be high.

Evaluation of the project was not easy because the project activities have not been implemented
according to the PDM and PO, and project achievements have not been recorded against the same. The
precise target of the project not being totally clear also made evaluation difficult. There is room for

improvement in the planning and monitoring of the project.

The project has suffered from the late engagement of the Short-ferm Expert Team. Communication has
not been at its best at certain levels and circles. These factors have compromised efficiency of the project.

However, during the discussions held in the course of the current mid-term review, all the stakeholders

seemed to have recognized the problems and the measures for improvement. It is hoped that the
stakeholders will follow the recommendation below and that the project will steadily progress towards its

goal.

13 @



9. Recommendations
9.1 Recommendation to the Project

1) Revise the PDM and PO taking into account the discassions held in the course of the mid-term
review and its report: The Overall Goal and its objectively verifiable indicators require revision. The
Project Purpose should be amended so that the statement is the same as the R/D, and its indicators should
also be revised for clarity. The Outputs and Activities need to be restructured so that they better reflect
the exact aims of the project and its actual implementation method. The project stakeholders including
REA, Japanese experts, and JICA have agreed to complete the revision of the PDM and PO based on the
discussions held during thie meeting on 20 June 2011.

2) Properly moniter and record the achievements of the project: It is important to be able to verify
the effectiveness of the activities undertaken by the project. Make sure that the indicators in the PDM are
monitored and recorded. .

3) Organize regular project meeting: Project members should meet regularly, at least every quarter, to
confirm the achievements to date and activity plans, and the challenges the project members are facing.
The meeting should become an opportunity to share the experiences of the project, discuss technical
issues to be improved by the project and communicate the intentions of project members. Such project
meetings can be held as a part of REA’s regular meeting. In case the Short-term Experts are not in
Zambia at the time of the meeting, the Rural Electrification Advisor mentioned below can still attend.

4) Intensify discussions on the rural electrification planning process: REA’s budget has been on the
rise on one hand and there is a backlog of rural electrification projects to implement on the other. During
the course of the mid-term review, both REA and the Japanese experts have confirmed that streamlining
of the rural electrification planning process starting from the REMP down fo the preparation of the
Annual Work Plan and individual project plans was crucially important for accelerating rural
electrification. The project should place more emphasis on activities to establish a streamlined planning
process for rural electrification to accelerate project implementation. The decision makers of REA should
sit together with the Japanese experts to thoroughly discuss this issue.

5) Sequence dispatch of Japanese experts so that there is no clash in schedule of counterparts: In
order for REA to be able to take full advantage of the technical transfer to be provided, overlapping of
the dispatch period of Japanese experts in the various technical fields needs to be avoided. Becange REA
intends to expose all of its technical officers to the range of rural electrification techniques and
know-how, it is important to ensure that all of its engineers have sufficient opportunities to interact with
the Japanese experts in the respective technical field.

9.2 Recommendations to REA

1) Integrate the project activities into the regular work of REA: While REA management and staff
members have regular duties to execute such as the implementation of elecirification projects, at the
same time they are also required to work for developing their own capacity. Under such circumstance, it
is important to integrate the current project into the regular work cycle of REA. It is recommended that
the counterparts, as well as REA as an organization, include the project activities in their work plan.

2) Accelerate the recruitment of staff: In order for REA to take full advantage of the project for its
capacity enhancement, it is strongly recommended that REA quickly hire more staff and fill in the
establishment.

9.3 Recommendations to JICA
1) Consider extending the project period: Although the current project commenced in August 2009

when the Rural Electrification Advisor was dispatched to Zambia, significant technical transfer only
started in August 2010 after the engagement of the Short-term Expert Tearm. During the first year of the
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project period, very little was achieved.

In the course of the current mid-term review, it has become apparent that for the counterparts to fully
acquire the knowledge and experience necessary to properly carry out mini-hydro electrification projects,
the current duration of the project, which is thres years, was too short. Owing to the scale of construction
work and the associated surveys required, it is practically not possible to cover the process from planning
to supervision of the construction works under the current project period.

Similarly, if the project was to implement on-the-job training from the planning stage starting from the
examination of the REMP to implementation of electrification projects and monitoring of their outcomes,
three years is not sufficient.

It has also turned out that the number of counterparts were smaller than what the Japanese side had
anticipated. REA had only four engineers when the project commenced. The number of engineers has
increased to six by the time the Short-term Experts were engaged. REA is currently in the process of
adding six more. As REA continuously increases its technical staff, additional training for new members
will be necessary. Therefore, the extension of the project period by one or two years is recommended to
enable REA to sufficiently develop and enhance its capacity.

2) Assign the Rural Electrification Advisor on a long-term basis: According to the R/D, a rural
electrification advisor was to be assigned as a long-term expert. However, this was discontinued in 2010.
It has become apparent that this was crucial for efficient and effective implementation of the project. The
advisor should have a technical back ground on rural electrification and work with REA management and
staff members for their regular work, and provide advice. At the same time, the advisor should observe
REA work and identify places where improvement is required so that the Short-term Experts of
respective technical field can carry out their technical transfer efficiently and effectively. The advisor
should also coordinate the timing and contents of technical fransfer in Zambia.

10. Lessons learned

1) Good communication

Discussions during the mid-term review opened up dialogue between REA’s decision makers regarding
the rural electrification planning process, which has always been deemed important by the Japanese
project stakeholders. This has enabled the Japanese side to understand the intentions and challenges of
REA on this issue and further productive discussions can now be anticipated. This has shown that efforts
{0 convey one’s intentions enthusiastically and frankly exchange views, in particular at the administrative
level, are important ingredients for efficient project implementation.

2} Proper project monitoring

The mid-term review discovered some differences in the project plan between what is planned in the R/D
and PDM. It also became apparent that the actual implementation method of the project stated in the
Activity Plans was not structured in the same way as in the PDM. JICA, as the overall administrator of
the project, needs to ensure that there is no major divergence between the project plan in the R/D and
how the project is actually being implemented. JICA needs to consciously compare the PDM, and the
activity plans and completion reports produced by the experts. If there is major divergence, there is need
to guide the revision of the PDM and/or the project implementation method. This is an essential element

of proper project monitoring.

3) Clearly defining the roles and responsibilities of Japanese experts

The way that the Japanese experts were engaged by JICA in the current project was different from the
great majority of other technical cooperation projects and this has considerably compromised project
efficiency. The Rural Electrification Advisor and Coordinator were engaged under separate individual
contracts with JICA. The Shori-term Experts were engaged as a group under a single contract with JICA.
There was, however, no overarching contract which covered all the parties. In such a case, clearly
defined roles and responsibilities for each party is essential for efficient project implementation. The
terms of references for each party should stipulate its roles and responsibilities vis-a-vis the other parties.
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Although this manner of expert engagement may not be a common case in JICA’s technical cooperation
projects, JICA needs to take note of this lesson if it were to retain such option for expert engagement.
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Annex 1: Schedule of Mid-term Review

Date

Activities

6/13 (Mon)

Arrival of Tshizaka
Meeting with JICA Office and Japanese Experts

6/14 (Tug)

Meeting with JICA Office and Japanese Expetts
Courtesy call to DOE

Interview with DOE

Courfesy call fo REA

Interview with Japanese Experts

6/15 (Wed)

Interview with REA
Interview with Japanese Experts

6/16 (Thu)

Interview with REA
Interview with Japanese Experts

6/17 (Fri)

Meeting with Japanese Experis
Report preparation

6/18 (Sat)

Report preparation
Arrival of Hayashi and Mayusumi

6/19 (Sun)

Meeting with JICA Office
Report preparation

6/20 (Mon}

Meeting with JICA Office

Courtesy Call to DOE

Discussions with REA, DOE, ZESCQ, and Japanese experts
Report preparation

6/21 (Tue)

Discussions with REA and Japanese experts
Meeting with JICA Office and Japanese sxperts
Report preparation

6/22 (Wed)

Discussions with REA and Japanese experts
Report preparation

6123 (Thu)

Toint Coordinating Committee and signing of minutes
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