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Summary Sheet for Terminal Evaluation
Planning Cluster

1. Outline of the Project

Country: Sudan Project title: Capacity Development Project for the
Provision of Services for Basic Human Needs in Kassala,
the Republic of Sudan

Issue/Sector: Planning, Cluster Cooperation scheme: Technical Cooperation

Division in charge : Economic Infrastructure | Total Cost (Estimated at the time of evaluation): 1.8

Department. billion JPY

Period  of | (R/D): Feb.23, 2011 Partner Country’s Implementing Organization :

Cooperation | (Period): May 2011 — May e  State Ministry of Finance, Economy and Manpower

2014 e  State Ministry of Health

e State Ministry of Agriculture, Forestry, Irrigation,
Animal Recourses and Fishery

e  State Water Corporation

e Kassala Vocational Training Center

Supporting Organization in Japan : None

Related Cooperation:

1. Background of the Project

The Republic of Sudan is a large country in Africa. Since independence in 1956, the country has faced
internal conflicts including war between the north-based Government of Sudan and the south-based Sudan
People’s Liberation Movement (SPLM), and the Darfur conflict that started in 2003.

Also, in the Eastern States including Kassala, Gedaref and the Red Sea, tribal-based local groups,
frustrated by developmental marginalization, drought, famine and poverty formed the Eastern Front and
opened conflicts with the federal government, which intensified in 2005. The conflict in East Sudan ended
after the signing of the Eastern Sudan Peace Agreement between the Government of Sudan and the Eastern
Front in 2006 and the situation has been gradually improving.

Kassala is a state of the Republic of Sudan located on the border of Eretria, and has a population of 1.8
million. The state is characterized by the significant presence of internally displaced people due to
economic hardships, droughts and conflicts in the region and refugees from Eritrea. The state economy
largely depends on agriculture and livestock; however, frequent droughts and conflicts have weakened the
production base significantly. Socio-economic indicators of Kassala show the underdeveloped situation.
Access to safe drinking water is limited to 38.7% (56.1% in Sudan), the maternal mortality ratio is high at
1,414/100,000 (450/100,000 in Sudan), and the net primary enrollment rate is 34.4% (43% in Sudan); these
present alarmingly poor conditions compared with the average Sudanese situation. To prevent this
marginalized situation from re-opening conflicts, measures to improve Kassala’s chronic poverty through
economic (agriculture) and social (water, health and education) development is urgently necessary.

In this context, in January 2010, the Kassala State Government requested, through the Higher Council
for Decentralized Governance, the Government of National Unity, assistance from the Government of

Japan on the Capacity Development Project for the Provision of Services for Basic Human Needs in
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Kassala (hereinafter referred to as the Project). The main objective of the Project is to strengthen the
capacity of public service providers in the state’s priority sectors, i.e., water, agriculture, health and
vocational training. In May 2010, the Government of Japan approved the request as a technical cooperation
project. From October 2010 to March 2011, JICA conducted the preparation phase to formulate the detailed
plan of the Project. JICA and the Kassala State Government discussed this detailed plan, agreed on the
implementation plan, and signed the Record of Discussion (R/D). While the R/D includes the Project
Design Matrix (PDM) and Plan of Operation (PO), both parties agreed to revise them slightly and approved
the revised PDM and PO on 13 March 2011.

2. Project Overview
(1) Overall Goal
Basic Human Needs of the people in Kassala State are ensured by enabling them to access quality
public services by the State.
(2) Project Purpose
Capacity of the Directorate of Planning and Development (DPD) in Kassala State to manage, sustain
and improve development activities is strengthened.
(3) Outputs
1) DPD's capacity to manage, monitor, evaluate and sustain development projects is strengthened, through
implementation of the multi-sectoral K-TOP Project.
2) DPD's organizational culture to improve its work environment and work process with bottom-up

initiatives is developed, through introduction of Kaizen approach.

(4) Inputs
Japanese side:
Experts: 5, Local cost (Estimation): 83,150,161 Yen (in total, As of December 2013),
Provision of Equipment: 23,195,244 Yen (in total), Trainees received (Training in Japan and third
countries): 42
Sudan side:
Counterparts: 48, Local Cost: necessary cost for the operation in total 1,931,732 SDG for other 4

clusters, and office space and its utility cost in DPD

II. Evaluation Team

Members of | Ms. Katsura MIYAZAKI, Team Leader, Deputy Director General, Economic

Evaluation Infrastructure Development Department, JICA

Team Ms. Tomoko YASUNAGA, Cooperative Planning, Economic Infrastructure
Development Department, JICA

Ms. Yoko OTA, Evaluation Analysis, Oriental Consultants Co., Ltd.

Sudanese Side Mr. Musa Mohamed Osheik Ibrahim, Director General, State Ministry of Finance
(SMoF), Kassala

Mr. Gamal Mohamed Elhassan Osman, Director, Directorate of Planning and
Development (DPD), SMoF, Kassala
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Period of December 9, 2013—December 23, 2013 | Type of Evaluation: Terminal Evaluation
Evaluation January 10, 2014 — January 23, 2014

III. Results of Evaluation

1. Result of Achievements

Output 1: DPD's capacity to manage, monitor, evaluate and sustain development projects is

strengthened, through implementation of the multi-sectoral K-TOP Project.

The above Output 1 has been generally achieved, judging from the achievement of indicators for
Output 1. Benefits of the multi-sectoral Project have been realized in all clusters, and DPD promotes
more collaboration among five clusters by making opportunities for other clusters to communicate
with each other.

DPD staff who participated in self-evaluation learned to understand result-oriented monitoring
and evaluation through implementation, and who participated in impact survey on SWC and field of
Agriculture and Livelihood Cluster activities have ideas on how to monitor a project by investigating
actual project site. Meanwhile, it is observed that technical expertise from the self-evaluation and
impact survey is not fully shared with other DPD staff.

DPD in cooperation with JICA expert team of Planning Cluster is developing the questionnaire
forms and reporting form to conduct impact survey, and these outputs will be compiled and reported

as suggestion for institutionalize monitoring and evaluation.

Output 2: DPD's organizational culture to improve its work environment and work process

with bottom-up initiatives is developed through introduction of the Kaizen approach.

The above Output 2 has been achieved. Kaizen activities are accepted by majority of DPD
officers and they are actively implementing Kaizen activities and disseminate their knowledge about
Kaizen to other clusters and other organizations such as locality level which have working
relationships with DPD.

A large number of DPD officer observed the improvement of the working environment such as
clean and organized office, and some sections initiated to implement “process mapping” to pursue
efficiency of their working procedures such as approval process of the documentation and cash
disbursement process.

In order to institutionalize Kaizen activities, DPD started to investigate the collaboration with
Department of Training to introduce Kaizen to all civil servants. This effort will contribute to sustain

and disseminating Kaizen activities all over Kassala State.

(2) Achievement of Project Purpose

Capacity of the Directorate of Planning and Development (DPD) in Kassala state to manage, sustain

and improve development activities is strengthened.

The Project Purpose has been generally achieved. In order to achieve the purpose, the below
activities need to be promoted.
Capacity of DPD staff has been improved since the beginning of the Project. However, a large

number of DPD staff pointed out that capacity of monitoring and evaluation and impact survey were
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not fully developed mainly because of limited access to conduct these activities. DPD officers pointed
out that limited access is the hindrance to conduct monitoring and evaluation and impact survey
because DPD officers need to go to remote areas to reach the beneficiaries.

DPD’s initiative to manage development projects by utilizing the result of monitoring and
evaluation and impact survey is under development. Forms to report the result of the survey and
efficient system of reporting to decision makers have not been fully developed. DPD is also seeking
the possibility to cooperate with Central Bureau of Statistics to analyze the result to improve the

contents of the report.

(3) Achievement of Overall Goal

Basic human needs of the people in Kassala state are ensured by enabling them to access quality

public services by the state.

C/Ps participated in Kaizen trainings in Japan and India recognized necessity and importance to
serve customers; for DPD, customer means related ministries to approve the budget and manage the
development project. Through these experiences DPD staff started Kaizen activities to pursue effective
service to customers led by DPD officers who participated in C/P trainings.

Even though DPD’s scope of works does not serve directly the people in Kassala, DPD’s improved
performance of service toward their related ministries such as SWC and KVTC will indirectly serve
the people in Kassala State. For example, the Project facilitated better understanding of KVTC’s
condition, and KVTC is allowed to conduct self-income activities to strengthen the financial
sustainability. This could lead to better service which is enable people in Kassala State to receive
high-quality vocational training and satisfies the basic human needs. In addition, Ratio of the
functioning rural water supply facilities has been increased through improvement of SWC service.

Therefore, the Overall goal will be expected to achieve.

2. Summary of Evaluation Results
(1) Relevance

The Project has been designed to meet the priority needs in Kassala State as well as realize JICA
Sudan Office’s policy to assist the former conflict areas and improve basic human needs for the country.
PDM of the Project is designed in accordance with job description of DPD staff to enhance the capacity

of their regular works. Therefore, the relevance of the Project is rated as high.

(2) Effectiveness

It has been observed that activities from each output contribute to the achievement of the Project
Purpose, and some of the Project Purpose has been already achieved. The Project enhances ownership
of Sudanese C/Ps by applying bottom-up and quick impact oriented activities. Information sharing of
the output of the Project within DPD staff is still a challenge.

As an external factor, transfer of 18 DPD staff from January 2013 affects the progress of the

Project. Therefore, effectiveness of the Project is relatively high.
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(3) Efficiency

Although Japanese and Sudanese experts communicate with each other very well, Japanese
Expert Team was very busy with administrative work for the whole Project and could not concentrate on
the activities of this Project. For Sudanese side, transfer of 18 officers and administrative leave of major
C/Ps slows down the progress of the Project.

As for procurement of equipment, DPD and Japanese experts procured necessary equipment
timely for smooth implementation. DPD also distributes local component of the Project to other 4

clusters Therefore, efficiency of the Project is regarded as fair.

(4) Impact

To achieve the Overall Goal of the Project, further practice of monitoring and evaluation on DPD
officers is essential. By this time, positive spillover impacts on Kaizen can observe throughout Kassala
State such as dissemination of Kaizen activities to other clusters and government organizations.
Dissemination of Kaizen activities positively affects the progress of other clusters as spill-over effect. It
is premature to show the visible result of improvement of public service at this moment. Therefore,

impact of the Project is relatively high.

(5) Sustainability

DPD and Kassala State Government are very supportive to continue the achievements of the
Project (Kaizen activities and monitoring and evaluation) with its own staff and budget. Further
monitoring and evaluation activities and information sharing within DPD are necessary to ensure
self-sustenance after completion of the Project. DPD is trying to establish training center for local
government officers to disseminate Kaizen activities in Kassala State to ensure the institutional

sustainability. Therefore, sustainability of the Project is fair.

(6) Conclusion

The Project has been carried out as planned to improve the capacity of DPD to monitor and
evaluate development projects in Kassala State through the activities of this Project. Especially It is
observed that DPD has come to understand its importance to know about actual benefits and problems
of the projects by utilizing the opportunites of visiting the sites of the pilot activities in other clusters ot
the Project. However, it is further required for DPD to functionalize the monitoring and evaluation
system of DPD’s regular works by further involvement of the DPD staff dispatched to other state
ministries and localities.

Regarding Kaizen activities, some DPD staff have been proactively involved in improvement of
work environment through the activities and they have also made efforts of disseminating its concept to
other ministries and implementin institutions. It was observed that DPD has been commited to
streamlining of its daily work and some part of decision making process through the activities.
However, the improvement of their regular work such as budget planning and allocation has yet to be
fully realized. Therefore, it is desired that continuous effort of Kaizen activities should be made until

they would have and effect on the improvement of DPD’s regular tasks.
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3. Recommendations

(1) As recommendations for the activities until the end of the Project, It is desirable for DPD staff to
become able to conduct survey to assess the impact of each project by their own initiative and to
improve their skills and knowledge regarding monitoring and evaluation. It is also recommended to
establish an efficient reporting system for the result of monitoring and evaluation.

(2) As recommendations for the activities after the completion of the Project, establishment of linkage
between monitoring and evaluation with budget planning and management is desired as well as
strengthening the monitoring and evaluation system of other state ministries since the budget allocation
of DPD depends on requests of each state-level organization. Improvement of communication with
DPD staff in localities and other ministries, continuous effort of improvement of daily work,
dissemination of Kaizen Concept and maintenance of facilities and equipments provided by the

Projects are also recommended to practice after the completion of the Project.

4. Lessons Learned

(1) DPD was selected as a core counterpart of the multi-secotral project targeting improvement of
capacity of the service delivery of the State Government. This design has been effectively functioning
in terms of capacity enhancement of monitoring and evaluation of DPD as the organization responsible
for development projects of the State, and also with regard to secureing the development budget to
other culusters of the Project.

(2) Introduction of Kaizen activities as a bottom up approach of improvement of tasks was appropriate
due to its acceptable concept, which is easy to understand and to implement. However, it requires a
long-term effort for achievement of its ultimate goal such as improvement of tasks as the managerial
level. Therefore, it is not enough to have key persons who are in position of taking initiative of these

activities but it is also necessary to functionlize its mechanism within the State Government.
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Summary Sheet for Terminal Evaluation
Water Cluster

1. Outline of the Project

Country : Sudan Project title : Capacity Development Project for the
Provision of Services for Basic Human Needs in Kassala
(K-TOP) - <Water Cluster >

Issue/Sector : Human resources Cooperation scheme : Technical Cooperation

Division in charge : Economic Infrastructure | Total Cost (Estimated at the time of evaluation): 1.8

Department. billion JPY

Period  of | (R/D): Feb.23, 2011 Partner Country’s Implementing Organization :
Cooperation | (Period): May 2011 — May e  State Water Corporation (SWC)

2014 Supporting Organization in Japan : None

Related Cooperation :

1. Background of the Project

The Republic of Sudan is a large country in Africa. Since independence in 1956, the country has faced
internal conflicts including war between the north-based Government of Sudan and the south-based Sudan
People’s Liberation Movement (SPLM), and the Darfur conflict that started in 2003. Also, in the Eastern
States including Kassala, Gedaref and the Red Sea, tribal-based local groups, frustrated by developmental
marginalization, drought, famine and poverty formed the Eastern Front and opened conflicts with the
federal government, which intensified in 2005. The conflict in East Sudan ended after the signing of the
Eastern Sudan Peace Agreement between the Government of Sudan and the Eastern Front in 2006 and the
situation has been gradually improving.

Kassala is a state of the Republic of Sudan located on the border of Eretria, and has a population of 1.8
million. The state is characterized by the significant presence of internally displaced people due to
economic hardships, droughts and conflicts in the region and refugees from Eritrea. The state economy
largely depends on agriculture and livestock; however, frequent droughts and conflicts have weakened the
production base significantly. Socio-economic indicators of Kassala show the underdeveloped situation.
Access to safe drinking water is limited to 38.7% (56.1% in Sudan), the maternal mortality ratio is high at
1,414/100,000 (450/100,000 in Sudan), and the net primary enrollment rate is 34.4% (43% in Sudan); these
present alarmingly poor conditions compared with the average Sudanese situation. To prevent this
marginalized situation from re-opening conflicts, measures to improve Kassala’s chronic poverty through
economic (agriculture) and social (water, health and education) development is urgently necessary.

In this context, in January 2010, the Kassala State Government requested, through the Higher Council
for Decentralized Governance, the Government of National Unity, assistance from the Government of
Japan on the Capacity Development Project for the Provision of Services for Basic Human Needs in
Kassala (hereinafter referred to as the Project). The main objective of the Project is to strengthen the
capacity of public service providers in the state’s priority sectors, i.e., water, agriculture, health and
vocational training. In May 2010, the Government of Japan approved the request as a technical cooperation
project. From October 2010 to March 2011, JICA conducted the preparation phase to formulate the detailed
plan of the Project. JICA and the Kassala State Government discussed this detailed plan, agreed on the
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implementation plan, and signed the Record of Discussion (R/D). While the R/D includes the Project
Design Matrix (PDM) and Plan of Operation (PO), both parties agreed to revise them slightly and approved
the revised PDM and PO on 13 March 2011.

2. Project Overview
(1) Overall Goal
Basic Human Needs of the people in Kassala State are ensured by enabling them to access quality
public services by the State.
(2) Project Purpose
Kassala State Water Cooperation (SWC)’s capacity to provide service for Water Supply is strengthen.
(3) Outputs
1) O & M and financial capacity of SWC for urban water supply is strengthened.
2) A financial management and O & M model for rural water supply facilities in the pilot areas is
established.
3) SWC's Capacity of water resources development for rural water supply is strengthened
(4) Inputs
Japanese side :
Expert: 4, Local cost (Estimation): 106,295,045 Yen (in total, as including provision of
equipment),
Provision of Equipment: 66,045,51 Yen (in total), Trainees received (Training in Japan and Third
Country):13
Sudan side :
Counterpart:22, Local Cost:1,074,369 SDG (in total), Land and Facilities:the office space in SWC in

Kassala city

II. Evaluation Team

Japanese side Ms. Katsura MIYAZAKI, Team Leader, Deputy Director General, Economic

Infrastructure Development Department, JICA

Mr. Akihiro MIYAZAKI, Advisor, Water Resource Management Division 2, Global

Environment Department, JICA

Mr. Harumi IIDA, Evaluation Analysis, Global Link Management

Sudan side Mr. Hashim Mohamed Abd Allateef, Director of State Water Company (SWC)
Period of | 1%'; 9 December to 22 December, 2013 Type of Evaluation : Terminal Evaluation
Evaluation 2"0; 10 January to 22 January, 2014

II1. Results of Evaluation

1. Result of Achievements

(1) Achievement of Outputs

Output 1: O & M and financial capacity of SWC for urban water supply is strengthened.

Firstly, the Project conducted and supported training course in order to develop capacity of SWC
staff. Skills and knowledge in more than 16 topics have been taught in training courses and total
participants were 399. And, SWC has established Training Unit in December 2012. The Unit has
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inherited several training courses which were implemented by the Project. Secondly, the Project has
formulated a variety of technical manuals to maintain the Project activity and capacity of SWC as
following; Technical manual on operation and maintenance of pipeline and facility for urban water
supply (four manuals), Manual on maintenance of customer database and Technical manual on
operation and maintenance of facility and equipment for rural water supply (three manuals).

The Project introduced the concept of Kaizen, since May 2012, Kaizen meeting was held every
week since May 2012. In the meeting, issues for urban water service such as the costumer database and
the current water tariffs for large volume users, customer satisfaction has been discussed.
Consequently, new customer data base in Kassala city was formulated and the recommendation letter
for water tariff revision was issued to Kassala State Government from SWC. Regarding present

condition of Output 1, Output 1 has been achieved.

Output 2: A financial management and O & M model for rural water supply facilities in the pilot

areas is established.

The pilot activity has been implemented in Wad El Helew Locality and Girba Locality. According
to the experience of the pilot activity, the Project has proposed the rural water supply models. Aim of
the model is to have sustainable operation and maintenance in rural water facility management with the
community and the locality. Presently, the two models have been proposed depending on the target
population size, which are “large scale rural water supply” and “small scale rural water supply”.

Regarding “large scale rural water supply”, one location in Wad El Helew Locality and other 2
locations in West Kassala locality have been already operated by SWC. Small scale rural water supply
model” has been operated in Banard village in Girba Locality. And, other 3 villages have been applied
the concept, in which solar panels were already installed. In those pilot activities, the Project
promoted discussion with stakeholders of rural water supply; they were locality office, village leaders,
water committee members and residents. The issues regarding setting water tariff, maintenance of
facility and equipment and fee collection were discussed. SWC intends to extend those two rural
water supply models to other localities in Kassala State. The Project still needs to support SWC in
order to extend and to apply the models smoothly. Regarding present condition of Output 2, Output 2

has been achieved.

Output 3: SWC's Capacity of water resources development for rural water supply is strengthened.

As result of training and OJT, SWC staff have mastered the field survey methods. They have
implemented a geophysical survey for ground water resources for nine times. Consequently, SWC
staff have obtained necessary skills and knowledge to conduct the survey by themselves. Regarding

present condition of Output 3, Output 3 has been achieved.

(2) Achievement of Project Purpose

Kassala State Water Cooperation (SWC)’s capacity to provide service for Water Supply is strengthen.

The Project has strengthened capacity of SWC through the training, OJT and the pilot activities.

For urban water supply, the Project has formulated and revised several technical manuals. Also, the




Project supported updating of customer data base by SWC. And, a variety of training have developed
capacity of SWC staff. SWC has succeeded water fee collection by a new customer database through
collaboration with National Electricity Company. Therefore, the Project has succeeded to develop
capacity of SWC for urban water supply. In addition, SWC has introduced Kaizen activity and has
established Training Unit to maintain capacity of SWC.

The Project has increased the number of rehabilitated rural water facilities in the pilot areas.
Ratio of the functioning rural water supply facilities in Wad EI Helew and Girba localities will be surely
increased by the end of the Project. The Project has now proposed two pilot rural water supply
models, these are large scale rural water supply model and another is small scale rural water supply
model. In order to extend those two models to other areas in Kassala State by SWC, the Project is
required to analyze present condition and weakness of two models for raising degree of perfection.
Regarding present condition of Project Purpose, Project Purpose will be expected to achieve by the end

of the Project.

(3) Achievement of Overall Goal

Basic Human Needs of the people in Kassala State are ensured by enabling them to access quality

public services by the State.

SWC will have been improving urban water supply in Kassala city, it is going to implement
replacement of old pipeline to new pipeline in Kassala city. Regarding rural water supply, SWC has
already implemented large scale water supply model in three localities, and also, that moles is planned
to extend it to other 11 target areas. Then, SWC has applied small scale water model in three target
villages, and another five target villages will be added by the Project. SWC also intends to apply the
model to other 25 target area by itself. As mentioned above, in case, SWC will adapt and extend urban
water supply as well as rural water supply along the implementation plan of SWC, the number of
rehabilitated water facility will be increased. Therefore, percentage of households who have access to

safe water in Kassala State would be able to reach to the target.

2. Summary of Evaluation Results
(1) Relevance

The “Quarterly Century Strategy for Water Supply (2007-2031) states: “large number of the rural
water supply utilities are functioning below its design capacities due to its aged equipment and shortage
of the regular maintenance and miss management. The urban water supply provision is also short of
the actual demand of the urban population.” The Strategy also mentions issues of current water supply
in Sudan that “shortage of qualified and experienced manpower, week capital investment in the
development of the water supply infrastructure, poor operation and management system at the rural and
urban areas. In Kassala state, “the Strategic Plan 2011-2016 of Water/ Sanitation/ Hygiene Sector” of
Kassala State Government has set objectives that safe water to all the residents in Kassala State by
2016. The Kassala State Government will allocate a budget every year to rehabilitate rural water supply
facilities as well as to strengthen unban water supply facilities.

The JICA technical assistance policy toward Sudan in July 2011 sets priority areas which include
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support of social reconstruction for IDPs and ex-combatants. The Project will contribute to the
capacity development of weakened state government after conflict as well as respond to the urgent
needs of the residents and communities through improvement of the local economy and social
condition. The Project will also contribute to both ‘human security’ and ‘peace building’ at the same
time.

Regarding above, the Project is consistent with policies of Sudan Government as well as Kassala
State Government. And, the Project is implemented in align with Japan’s Government assistance

policy towards Sudan and Kassala State. Therefore, relevance of the Project is very high.

(2) Effectiveness

The Project has been succeeded for improving urban water supply in Kassala city by SWC. Those
are the map of water pipe network, renewal of customer data base, joint collection of water user fee,
response to claim from customer. And, the Project has at the same time developed capacities of SWC
staff through training and OJT in the activities.

Also, the Project has improved capacity of rural water supply by SWC. Several boreholes and
rural water yards have been rehabilitated in the pilot areas. Through the experience of pilot activities,
the Project has proposed large scale rural water supply model and small scale rural water supply model.
The Project will prepare necessary manuals and estimation of costs for implementing rural water supply
models by SWC. Even though, some indicators for Project Purpose are not partially fulfilled, they will
be improved by the end of the Project. Project Purpose would be able to achieve by the end of the

Project. Therefore, effectiveness of the Project is high.

(3) Efficiency

Inputs from Japanese side such as experts, national staffs, local costs, equipment and training
courses in Japan and third country have been fully utilized in the project activities. The C/P trainings
in Japan, Morocco and Kassala State were effective to produce each Output. Inputs from the Sudanese
side such as allocation of C/Ps, sharing of the local cost, and provision of facilities (the project office)
have been fully utilized in the project activities. As result of project activities, all Outputs have been
already achieved.

Through conducting Joint Coordinating Committee (JCC), Japanese and Sudanese sides have
shared information on the progress of the Project, and discussed issues which arose. On the other hand,
relationship between Japanese expert team and Sudanese C/Ps in the project activities has been kept
well. And also, introduction of “Kaizen meeting” was effective to manage the Project. In the Kaizen
meeting, current project agenda, preparing action plans and monitoring of activities are discussed by
Japanese expert team and Sudanese C/Ps. The Kaizen meetings have functioned as a management and
monitoring tool of the Project. Thus, the Project has been efficiently implemented and efficiency of the

Project is high.

(4) Impact

In order to achieve the Overall Goal of the Project, improving urban water supply for other cities
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and further extension of rural water supply is necessary. SWC will improve the situation of both urban
and rural water supplies. Regarding extension of rural water supply, however, number of
rehabilitation works would depends on funding resources.

On the other hand, positive impacts which are below have been observed along the project
activities and none of negative impact is found.

1) As it was implemented in last year in Wad El Helew, impact survey was conducted in Girba
Locality in order to know realizing benefits of rehabilitation of water yard in January 2013
(Numbers of sampling were 56 households, who changed water resource from river to water
facility). According to the result of the survey, the water yard has produced much benefit to
residents. Those benefits are followings; 1) reduction of time to obtain water (from 3.45
hour to 0.53 hour), 2) increasing time to go to school in a month (16.3 times to 21.7 times), 3)
reduction of expenses to obtain water in a month (from 0 SDG to 12 SDG), 4) reduction of
frequency to go to doctors in a month (from 6.4 times to 3.0 times) and 5) increasing average
points for satisfaction for water quantity and quality (from 1.9 to 4.9 and from 1.3 to 4.9'")

ii) SWC supported other donors or NGO by rehabilitation of boreholes and installation of solar
panel and construction of facilities'.

1i1) SWC conducted Financial Training for other state SWC staff in 2013.
v) Staff of SWC changed and improved their behavior to the customer, and their posture and
attitude to the job through OJT and KAIZEN meetings
Therefore, impact of the Project is considered to be high.

(5) Sustainability

Governor of Kassala State decided that SWC is responsible to maintain rural water supply facility
in 2011. And it became the policy of SWC. The Project has been implemented to establish operation
and maintenance models of rural water supply facilities. And, Presently, SWC has arranged its
organizational structure to deal with expansion of capacity done by the Project. There are 1) division
of Operation and Maintenance (O&M) Department to Operation Department and Maintenance
Department, 2) establishment of Rural Water Department and 3) arrangement of employment of local
staff and assignment of SWC staff to be stationed to take over water yard facilities rehabilitated at Wad
El Helew.

SWC received loans from Farmers Bank through Kassala State Government for replacement of old
pipeline in Kassala City. Also, SWC has intended to utilize ESRDF for rehabilitation of rural water
facilities. At the same time, SWC has good communication with Directorate of Planning and
Development (DPD) under the Project in order to encourage better understanding of SWC activities and
increasing budget for 2014.

Then, C/Ps of SWC have been on their way of mastering the expertise from the Project through
OJT, training and pilot activities. SWC established a “Training Unit” to proceed with technical and

financial training, SWC intends to promote Training Unit to Training Center in next year.

' Rating is very good;5, good:4, normal:3, bad:2 and very bad:1.
12 Red Cross and Red Crescent, FAO and German Agle Action (NGO)
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Regarding above condition, sustainability of the outcome of the Project is expected to be high at

this moment.

(6) Conclusion

The Project has left many results in urban and rural water supply with SWC. Regarding urban
water supply in Kassala city, SWC has made several outputs such as the map for water pipeline by GIS,
installing water meter, renewal of customer data base, recommendation of revision of water user fee for
large users and other by the Project. Staff of SWC developed their capacity through training courses
and OJT, they have obtained not only for skill and knowledge but also discipline for water supply
service. On the other hands, the Project has promoted to establish the rural water supply models in the
pilot localities. In case SWC extends the rural water supply for other localities widely, the number of
households who have access to safe water will increase certainly in Kassala State.

As it is already mentioned in above, the Project has been effective to develop capacity of SWC,
and sustainability of the project outcome will be kept. However, when SWC promote development and

improvement of water supply further more in Kassala State, there will be other issues arises.

3. Recommendations

The project contributes to enhance capacity building of the water sector in Kassala State. However
SWC needs to further acquire additional knowledge and experiences, such as strategic and integrated
water resources development and management in order to improve rural water supply, operation and
maintenance skill on urban water facilities from the view point of sustainable business management. In
addition, SWC also shall expand the model on rural water supply mentioned above in Lessons Learned
in order to overcome the obstacles and problems that SWC faces currently. Above knowledge, skills and
experiences would strengthen SWC as a more sustainable and creditable organization. At the same time,

SWC would contribute to achieving the goal: access to safe water in Kassala State.

4. Lessons learned
1) Rural water supply

In terms of rural water supply (especially the large scale), the Project developed the model for rural
water supply, and SWC is ready to expand the model to other localities. However, SWC has to take in
consideration on several issues such as organizational management on water committee, coordination
among communities, and also SWC’s involvement in water committee, in order to expand the model.
For some localities, water committee is a new organizational structure, so that localities might have
difficulties to adapt and understand the committee. From a sustainable point of view, SWC has to
explain organizational structure, its tasks, possible problems, and decision making process carefully.
Lack of understanding concerning the committee would be able to deliver discord among the members
and would not facilitate the management of rural water supply in appropriate manner as a result. In
addition to that localities have a variety of communities. So that organizing a new water committee,
locality should consider well balance on committee members to avoid possible frictions among different

communities in the committee. At the same time, SWC has to hold regular public consultations for the
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communities in addition to locality office. Finally, SWC staff should take a role of technical and
Operation and Maintenance adviser to water committee when expanding the model. If SWC staff is
involved in decision making process, the staff would have all responsibilities on rural water supply and

might face difficulty in water committee management.

(2) Harmonization with other project and organization

The Project has good collaboration with JICA’s other Projects, “Human Resources Development
for Water Supply Phase 2” and “The Project for Urgent Improvement of Water Supply Facilities at
Kassala City”, a technical cooperation project and a grant aid project respectively. These Projects
complement mutually and have produced the synergistic effect. Moreover, SWC has supported other
organizations on rural water supply as a result of capacity building through the Project. These mutual
communication and collaboration enhance the capacity of SWC more so than single bilateral

cooperation would have.

(3) Responsibility on water supply

SWC has responsibility for rural water supply in addition to urban water supply. In terms of rural
water supply, SWC has owned its management duty since 2011, So that SWC has a whole responsibility
for water supply to Kassala’s people. Since the Project has transferred the technology on O&M and
financial knowledge in urban water supply, and also financial and O&M model for rural water supply,
SWC would be able to have an integrated water supply strategy and management plan, based on which
SWC can provide high quality water supply service in the future, in case of grasping the water resources

potential.
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Summary Sheet for Terminal Evaluation
Agricutural Cluster

1. Outline of the Project

Country : Sudan Project title : Capacity Development Project for the
Provision of Services for Basic Human Needs in Kassara
(K-TOP) - < Agriculture and Livelihood Cluster >

Issue/Sector : Human resources Cooperation scheme : Technical Cooperation

Division in charge : Economic Infrastructure | Total Cost (Estimated at the time of evaluation): 1.8

Department. billion JPY

Period  of | (R/D): Feb.23, 2011 Partner Country’s Implementing Organization :
Cooperation | (Period): May 2011 — May e State Ministry of Agriculture, Forestry, Irrigation,
2014 Animal Recourses and Fishery (SMoAFIAF)

Supporting Organization in Japan : None

Related Cooperation :

1. Background of the Project

The Republic of Sudan is a large country in Africa. Since independence in 1956, the country has faced
internal conflicts including war between the north-based Government of Sudan and the south-based Sudan
People’s Liberation Movement (SPLM), and the Darfur conflict that started in 2003. Also, in the Eastern
States including Kassala, Gedaref and the Red Sea, tribal-based local groups, frustrated by developmental
marginalization, drought, famine and poverty formed the Eastern Front and opened conflicts with the
federal government, which intensified in 2005. The conflict in East Sudan ended after the signing of the
Eastern Sudan Peace Agreement between the Government of Sudan and the Eastern Front in 2006 and the
situation has been gradually improving.

Kassala is a state of the Republic of Sudan located on the border of Eretria, and has a population of 1.8
million. The state is characterized by the significant presence of internally displaced people due to
economic hardships, droughts and conflicts in the region and refugees from Eritrea. The state economy
largely depends on agriculture and livestock; however, frequent droughts and conflicts have weakened the
production base significantly. Socio-economic indicators of Kassala show the underdeveloped situation.
Access to safe drinking water is limited to 38.7% (56.1% in Sudan), the maternal mortality ratio is high at
1,414/100,000 (450/100,000 in Sudan), and the net primary enrollment rate is 34.4% (43% in Sudan); these
present alarmingly poor conditions compared with the average Sudanese situation. To prevent this
marginalized situation from re-opening conflicts, measures to improve Kassala’s chronic poverty through
economic (agriculture) and social (water, health and education) development is urgently necessary.

In this context, in January 2010, the Kassala State Government requested, through the Higher Council
for Decentralized Governance, the Government of National Unity, assistance from the Government of
Japan on the Capacity Development Project for the Provision of Services for Basic Human Needs in
Kassala (hereinafter referred to as the Project). The main objective of the Project is to strengthen the
capacity of public service providers in the state’s priority sectors, i.e., water, agriculture, health and
vocational training. In May 2010, the Government of Japan approved the request as a technical cooperation

project. From October 2010 to March 2011, JICA conducted the preparation phase to formulate the detailed
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plan of the Project. JICA and the Kassala State Government discussed this detailed plan, agreed on the
implementation plan, and signed the Record of Discussion (R/D). While the R/D includes the Project
Design Matrix (PDM) and Plan of Operation (PO), both parties agreed to revise them slightly and approved
the revised PDM and PO on 13 March 2011.

2. Project Overview
(1) Overall Goal
Basic Human Needs of the people in Kassala State are ensured by enabling them to access quality
public services by the State.
(2) Project Purpose
The capacity of Kassala State Government for providing agricultural and rural development
services to small scale farmers and women is strengthened.
(3) Outputs
1) Extension worker and other technical staffs are able to utilize technologies/knowledge for verifying
profitability of horticulture crops in "Horticulture Zone (HZ)".
2) Extension worker and other technical staffs are able to utilize technologies/knowledge for
introducing new cash crops in "Flood Irrigation Zone (FI1Z)".
3) Extension worker and other technical staffs are able to utilize technologies/knowledge for
stabilizing production of staple food crop in "Traditional Rain-fed Zone (TRZ)".
4) Extension worker and other technical staffs are able to utilize technologies/knowledge for
providing agricultural mechanization services in "Mechanized Rain-fed Zone (MRZ)".
5) Extension worker and other technical staffs are able to utilize technologies/knowledge for creating
sustainable rural development activities for extension offices in selected zones.
6) Institutional support of SMoAFIAF for extension service is strengthened.
(4) Inputs
Japanese side :
Expert: 8, Local cost (Estimation): 76,025,088 Yen (in total, as including provision of
equipment),
Provision of Equipment: 55,286,302 Yen (in total), Trainees received (Training in Japan and Third
country ):28
Sudan side :

Counterpart: 45, Local Cost: 313,682 SDG, Land and Facilities: the office space in SMoAFIAF

II. Evaluation Team

Japanese side Ms. Katsura MIYAZAKI, Team Leader, Deputy Director General, Economic
Infrastructure Development Department, JICA

Mr. Shiro NABEYA, Agriculture sector, Senior Adviser, Rural Development
Department, JICA

Ms. Yurie KOMINE, Deputy Assistant Director, Arid and Semi-Arid Farming Area
Division 1, Rural Development Department, JICA

Mr. Harumi IIDA, Evaluation Analysis, Global Link Management
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Sudan side Mr. Anwar Mohamed Osman, Director, Planning, Monitoring and Evaluation
Administration, State Ministry of Agriculture, Forestry, Irrigation, Animal

Resources and Fishery, Kassala

Period of February 29, 2012 ~ March 17, | Type of Evaluation : Terminal evaluation
Evaluation 2012

II1. Results of Evaluation

1. Result of Achievements

(1) Achievement of Outputs

Output 1: Extension worker and other technical staffs are able to utilize technologies/knowledge

for verifying profitability of horticulture crops in "Horticulture Zone (HZ)"

After the Mid-term review of the Project, crop cultivation activities were carried out in the demo
field of SMoAFIAF instead of demonstration trials in farmers’ garden. In the demo field, techniques
for set-cultivation of onions and summer cultivation of cabbages were established by the Project.
Collaborative activities of farmers have been carried out for two groups in South Sawagi area. Among
them, one farmer group for co-purchasing and direct sale of onion to consumers has made profit and
opened a bank account last year, but co-purchasing activity is inactive now due to failed negotiation on
the price. Separately, some members of the group have been selling unmarketable vegetables at lower
price for the food processing activities by women's groups, and another group has been continuing
experimental activities for onion storage. In "Horticultural Zone", a wide range of diverse pilot
activities have been carried out. However, it needs to organize their results systematically; especially in
the development of planting techniques and sales techniques for ensuring the yield of the capability
development efforts in the Project. C/Ps for Horticulture Zone have developed their capacities through
the Project. Score of CUDBAS on “Cultivation technology”, “Risk management” and “Marketing

activities” have been improved. Therefore, Output 1 has been generally achieved.

Output 2: Extension worker and other technical staffs are able to utilize technologies/

knowledge for introducing new cash crops in "Flood Irrigation Zone (FIZ)".

In year 2013 as the second season for the pilot activity, 2 farmers cultivated cajanus (pigeon peas)
in Kassala block and 20 farmers cultivated sunflower in Tendily block. Harvest of these crops is
expected to be good in this season, due to effective contract-based management of cultivation by
farmers. The crop harvest is planned in late January 2014. C/Ps for Flood Irrigation Zone have
developed their capacities through the Project. Score of CUDBAS on “Feasibility study (Farm budget
analysis), “Financial management” and “Extension in FIZ” have been improved.

Regarding the present conditions mentioned above, Output 2 may be generally achieved. As this
trial, however, has been conducted with the cost-sharing approach between farmers and SMoAFIAF, in
which they need to pay back cost of land preparation, seeds and fertilizer to TTEA after sale of crops, it
is critical to further verify the viability of this approach to establish the foundation for its application in
a broader scale. FAO has been implementing the activity for introducing cash crops nearby this pilot
area without any burden on farmers. Therefore, the cost-sharing approach between farmers and

SMoAFIAF is needed to be further monitored for its sustainability.
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Output 3: Extension worker and other technical staffs are able to utilize technologies/knowledge for

stabilizing production of staple food crop in "Traditional Rain-fed Zone (TRZ)".

The Project selected five villages and appointed ten farmers as pilot farmers in each village
(totally 50 pilot farmers) in Traditional Rain-fed Zone on the east side of the Atbara River to introduce
terrace construction by tractor in the cost-sharing approach by farmers and SMoAFIAF. In 2012, 30
farmers among 50 pilot farmers participated, and their unit-yield of sorghum was increased from that in
the previous year. In 2013, the Project expanded the provision of services of terrace construction by
tractor to 123 farmers. C/Ps’ capacities measured by CUDBAS scores on “Basics on water harvesting
(WH), “Application of WH techniques in the field” and “Extension in TRZ” have been improved.

Regarding the present conditions mentioned above, Output 3 may be generally achieved; however,
it is regrettable that no harvest can be expected in this season due to the drought. It is also observed
poor coordination among departments of SMoAFIAF to mobilize tractors for the services to farmers at
the critical time of necessity. In addition, the cost-sharing ratio by farmers for the terrace construction
services would be increased after the Project’s end. It is necessary to consider how to ease their burden

if the increased ratio is beyond their financial capacity.

Output 4: Extension worker and other technical staffs are able to utilize technologies/knowledge for

providing agricultural mechanization services in "Mechanized Rain-fed Zone (MRZ)".

The Project has two pilot sites in Abuda village and Al Karda village in Wad El Helew Locality,
and a farmer’s association was formed in each site. These associations borrow agricultural machineries
of tractor and attachment from SMoAFIAF to serve farmers’ need for land preparation for cultivation of
sesame and sorghum. Members of both associations were trained for operation and maintenance of
those machineries. In the third season (year 2013), the association in Abuda village has made good
profit again. In 2012, 96 farmers used rental agricultural machinery service by the association, and the
number of farmers was increased to 198 in 2013. Similarly the farmer’s association in Al Karda
village increased the number of beneficiaries from 37 farmers to 367 farmers. Thus, the association in
Al Karda village has shown progress based on the past years’ experience, and then it has made profit in
third year. However, Al Karda village failed to pay commission to SMoAFIAF due to piling up of
repairing costs of tractor. In the light of the new developments, SMoAFIAF has a plan to expand this
association activity to Algera Village next year. Regarding capacity development of C/Ps, they have
developed their capacities through the Project. Score of CUDBAS on “Appropriate combination of
agricultural machineries, “Operation & maintenance of agricultural machineries” and “Extension in

MRZ” have been improved. Output 4 has been generally achieved.

Output 5: Extension worker and other technical staffs are able to utilize technologies/knowledge for

creating sustainable rural development activities for extension offices in selected zones.

The Project has three pilot extension centers in Ramla, Aroma and Wad El Helew. And the Ramla
Extension Center becomes a model extension center. Main activities of women’s groups are food

processing such as biscuit making, sewing, vegetable cultivation using pump irrigation, and operation of
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restaurant. Among them, in particular, restaurant business in TTEA is on a successful track, which has a
steady stream of revenue of 800 SDG per week, and the women’s group pays 200 SDG per week, which
is worth 25% of it, as the commission to SMoAFIAF.

SMoAFIAF has saved this income as “K-TOP Fund” together with revenues created by other
women's group activities. Some of the accumulated fund was also spent for several rural development
activities in extension centers in Kassala State. Nine C/Ps in total have been allocated to the Project
from TTEA. Regarding capacity development of C/Ps, they have developed their capacities through the
Project. Score of CUDBAS on "Sustainable system for extension", "Mobilization of women's group",
and "Finance & marketing" have been improved. Regarding the present conditions mentioned above,

Output 5 has been achieved.

Output 6: Institutional support of SMoA for extension service is strengthened.

Weekly meeting has been organized among directors of departments of SMoAFIAF, namely TTEA,
Planning, Monitoring and Evaluation Unit, Land Use Department and Horticulture Department, since
May 2012 in order to share the Project progress. After the Mid-term review of the Project, the Budget
Committee was also formed among department heads and is held monthly in order to sustain the pilot
activities after the Project ends. Technical Coordination Meeting among TTEA and related departments
to coordinate the Project activities has been held on such occasions as needed as well. Development of
the Five-year Extension Plan, as the mid-term action plan for the pilot activities of the Project, has been
carried out. Budget estimation required for the activities is included in the plan. In order to ensure the

effectiveness of the plan, SMoAFIAF’s authorization of the plan is required.

(2) Achievement of Project Purpose

The capacity of Kassala State Government for providing agricultural and rural development

services to small scale farmers and women is strengthen.

The capacities of C/Ps have been developed through the pilot activities in each zone. Each pilot
activity has shown good results. The followings, however, should be accelerated by the end of the
Project in order to realize each Output fully; (1) A wide range of diverse pilot activities were carried out
in "Horticultural Zone", so it needs to organize their results systematically. Especially in the
development of planting techniques and sales techniques. (2) Capacity development of C/Ps has been
in generally good progress, however, some C/Ps needs further effort to improve their knowledge and
technology with support of the Project. In addition, in order to achieve the Project Purpose fully, the
following are required ; (a) Promotion of the cost-sharing between beneficiaries and SMoAIFAF in
"Flood Irrigation Zone" and "Traditional Rain-fed Zone", and; (b) Development of an effective
coordination and cooperation system between departments for the smooth implementation of terrace

construction services in “Traditional Rain-fed Zone”.

(3) Achievement of Overall Goal

Basic Human Needs of the people in Kassala State are ensured by enabling them to access quality

public services by the State.
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If, SMoAFIAF implements the Five-year Extension Plan properly inside and outside of the pilot

areas, it is possible that more farmers would get benefit from agricultural extension services.

2. Summary of Evaluation Results
(1) Relevance

As National Agricultural Policy, “Executive Programme for Agricultural Revival” has mission to
“transform agriculture from a sector dominated by subsistence production to a modern sector responsive
to market signals and with substantial contributions to poverty reduction, growth, foreign exchange
earnings and sustainable management of natural resources”. And, the 5-year strategic plan for
2011-2016 of the Kassala State stipulates “Improvement of agricultural services which are raised in the
projects of human capacity and the application of quality standards on the type of agricultural services
proposed”. On the other hand, The JICA technical assistance policy toward Sudan in July 2011 sets
priority areas which include support of social reconstruction for IDPs and ex-combatants.

The Project has selected four 4 target zones due to request from SMoAFIAF in light of needs for
agricultural development in Kassala State. Each zone has different condition of nature and social,
therefore, several types of extension services are necessary. Outputs of the Project are divided to deal
with each zone and rural development. = Regarding above, the Project is coincided with policies of
Government of Sudan as well as needs of Kassala state. And, the Project is appropriate as Japanese
ODA and JICA technical assistance. Also, the Project is correctly designed to achieve its purpose.

Therefore, relevance of the Project is high.

(2) Effectiveness

Each Output has shown progress, especially for capacity development of C/Ps for four zones.
Each pilot activity has shown good results. However, a wide range of diverse pilot activities were
carried out in "Horticultural Zone", so it needs to organize their results systematically; especially in the
development of planting techniques and sales techniques. Also, capacity development of C/Ps has been
in generally good progress, although some C/Ps need further effort to improve their knowledge and
technology with support of the Project.

In addition, the following two challenges were observed in order to ensure the Project purpose; (i)
it is necessary to promote the cost-sharing between beneficiaries and SMoAIFAF in "Flood Irrigation
Zone" and "Traditional Rain-fed Zone", and; (ii) it is necessary to develop an effective coordination
and cooperation system between departments for the smooth implementation of terrace construction

services in “Traditional Rain-fed Zone”. Therefore, effectiveness of the Project is relatively high.

(3) Efficiency

Inputs from Japanese side such as experts, national staffs, local costs, equipment and training in
Sudan and Japan have been fully utilized in the project activities. The C/P trainings in the first and
second years were successfully implemented. In addition, inputs from the Sudanese side such as C/Ps,
the local cost, and the project office have been fully utilized in the project activities. Despite being

carried out in a vast range of pilot areas in Kassala State, pilot activities have shown good results, and
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capacities of SMoAFIAF staff have been developed well.

The relationship between both sides has been kept well through implementing activities together
and various meetings. Cooperation among departments in SMoAFIAF is the key to implementing the
Project activities, therefore the weekly meeting and the technical coordination meeting were introduced
in SMoAFIAF. It contributes to sharing information, monitoring of the project activities, and smooth
decision making among stakeholders of the Project. However, it has been confirmed that the
coordination among departments to mobilize tractors for the use by farmers exactly when needed is not

going well in TRZ. Therefore, the efficiency of the Project is relatively high.

(4) Impact
In order to achieve the Overall Goal of the Project, SMoAFIAF needs to maintain the Project’s
activities according to the Five-year Extension Plan and expands them, thus, the number of farmers who
access to the extension services would be increased.
From a viewpoint of impact of the Project, a positive impact has been observed along the project
activities and none of negative impact has been found
e C/Psin Flood Irrigation Zone (FIZ) presented the cost-sharing approach to charge user fee, which
is applied by the Project, to FAO which is delivering similar services for free in neighboring area.
According to DG of SMoAFIAF, SMoAFIAF has also proposed the policy of cost sharing
approach to other donors, too.
e  Women Labor Union in Kassala city (number of the member is 10,000) has evaluated the activity
of vegetable sales group in the Wad El Helew area supported by the Project.
The Project still needs arrangement to secure to reach to the Overall Goal, therefore, impact of the

Project could be high.

(5) Sustainability

Regarding policy and institutional aspect, Policies and institution will be fulfilled for sustaining
of the project outcome at national and local levels. As indicated in the 5-year strategic plan
(2012-2016), SMoAFIAF puts the highest priority on the improvement of agricultural services through
development of human resources. Therefore, sustainability of the project outcome will be kept in this
aspect. In terms of organizational aspect, each department of SMoAFIAF needs placement of C/Ps
for longer terms as well as smooth transfer of knowledge from these C/Ps to others for maintaining the
project activities. In order to keep motivation of C/Ps, SMoAFIAF has paid 250 SDG for each 25 C/P
involved in the Project activities as an incentive in December 2013. Maintaining cross-sectorial
cooperation among department in SMoAFIAF is also essential for the project activities, and requires
further refinement. Regarding financial aspect, SMoAFIAF has got approval of the budget by SMoF
for the pilot activity in year 2014. Amount of approved budget is 216,000 SDG, exceeding the request
by SMoAFIAF which is 165,246 SDG. In addition, local component for the rest of the Project period
will be 80,000 SDG in total. For the expenditure for rural development activities, K-TOP Fund will
provide additional 10,000 SDG for year 2014. Then, according to the result of CUDBAD for each

C/P, capacity of most of them has shown progress in four pilot zones and rural development. They are
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expected to maintain and improve their skills and knowledge obtained by the Project. The extension
manuals which are compiled by the Project should play an important role for maintaining the ability of
C/Ps as well as for practicing the pilot activities. Therefore, at present, sustainability of the outcome

of the Project is relatively high.

(6) Conclusion

Kassala State has been supported by development partners who mainly distribute agriculture
inputs like improved seeds or fertilizer for free or at subsidized cost; this tendency is descended from
emergency aid for reconstruction after the conflict in the eastern Sudan. Therefore, it can be said that
the Project is one of the few attempts which aims at capacity building of the State Government. The
Project has implemented several pilot activities in four targeted zones; and those four targeted zones
include “Traditional Rain Fed Zone (TRZ)” and “Mechanized Rain Fed Zone (MRZ)” which have not
been supported by SMoAFIAF before. The pilot activities in those zones have satisfied farmers’ needs
very much. The Project has aimed at improving livelihood of women in rural area through capacity
building of extension officers as well.

While it is recognized by the terminal evaluation mission that indicators of PDM (such as
capacity building of C/P, number of training materials, and number of activities) have been mostly
achieved, some issues remain to be addressed to ensure sustainability of the achievements. Firstly,
Five-year Extension Plan needs to be formulated and approved by the end of the Project. Secondly,
the cost-sharing between beneficiaries and SMoAIFAF is crucial to providing services for as many
farmers as possible in a sustainable manner within the limitations of budgetary resources. And thirdly,
coordination and cooperation among related departments in SMoAFIAF is the key to delivering services

appropriately and timely.

3. Recommendations

(1) Recommendations for the activities by the end of the Project

a) K-TOP Fund: SMoAFIAF is expected to strengthen their system in order to utilize the K-TOP Fund
only for rural development activities in a transparent manner.

b) Five-year Extension Plan; Five-year Extension Plan needs to be formulated and approved by
SMoAFIAF.

(2) Recommendations for the continuous activities by SMoAFIAF

a) Ownership of SMoAFIAF; Each counterpart department of SMoAFIAF should discuss with the

Planning, Monitoring and Evaluation Unit with legitimate action plans and budget proposals, so that the

budget will be allocated properly.

b) Proper assignment of Extension Officers in SMoAFIAF; SMoAFIAF needs to put extension officers

in the appropriate positions to continue and expand pilot activities after the end of the Project.

c¢) Provision of the allowance to Extension Officers; SMoAFIAF is recommended to make its policy
well understood (that extension officers are not provided with any allowance for day trips to conduct

field work) and accepted among its staff and other development partners.
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d) Operation and maintenance of the equipment and facilities; SMoAFIAF needs to properly operate
and maintain the equipment and facilities provided by the Project, including the Multi-purpose
Community Hall in Wad El Helew.

e) Cost-sharing between beneficiaries and SMoAIFAF; SMoAFIAF is expected to explain the policy of
“cost-sharing between beneficiaries and SMoAIFAF” to other development partners as well as
prospective participants to gain their understandings for smooth implementation of the pilot activities.

f) Coordination and cooperation among departments in SMoAFIAF; SMoAFIAF is expected to develop
an effective mechanism for inter-departmental coordination and cooperation to meet the requirement of

farmers and extension officers in the field.

4. Lessons Learned
(1) Scope and variety of pilot activities

The wide variety and the broad geographical scope of pilot activities posed a grave challenge to the
management of activities and mobilization of limited resources of both sides. More focused approach
should be considered in order to harness the available resources in a relatively short time frame most

effectively and efficiently.

(2) Strategy of horticulture sector development
For Horticulture Zone, while practical skills and invaluable knowledge were gained in the
trial-and-error process, more strategic and systematic analysis and planning could have been considered

in the initial stage.

(3) Mobilization of group activities
A small number of committed members can work together well, rather than forming a large group
(over 20 people as required for legal registration) from the start, which proves dysfunctional in many

cases.

(4) Participation of beneficiaries
The success of the pilot activities of the Project can be largely attributed to the proactive
involvement of the beneficiaries and to encourage the beneficiaries to be proactive actors as laying the

foundation of the future self-sustained expansion.

(5) Collaboration with other development partners
While most of other development partners tend to focus on delivery of goods and services, it is
possible to develop a complementary collaboration between such financial / in-kind contributions and

capacity development activities as were done in the Project.
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Summary Sheet for Terminal Evaluation
Health Cluster

1. Outline of the Project

Country : Sudan Project title : Capacity Development Project for the
Provision of Services for Basic Human Needs in Kassara
(K-TOP) - < Health Cluster >

Issue/Sector : Human resource Cooperation scheme : Technical Cooperation

Division in charge : Economic Infrastructure | Total Cost (Estimated at the time of evaluation): 1.8

Department. billion JPY

Period  of | (R/D): Feb.23, 2011 Partner Country’s Implementing Organization :
Cooperation | (Period): May 2011 — May e  State Ministry of Health (SMOH)

2014 Supporting Organization in Japan : None

Related Cooperation :

1. Background of the Project

The Republic of Sudan is a large country in Africa. Since independence in 1956, the country has faced
internal conflicts including war between the north-based Government of Sudan and the south-based Sudan
People’s Liberation Movement (SPLM), and the Darfur conflict that started in 2003. Also, in the Eastern
States including Kassala, Gedaref and the Red Sea, tribal-based local groups, frustrated by developmental
marginalization, drought, famine and poverty formed the Eastern Front and opened conflicts with the
federal government, which intensified in 2005. The conflict in East Sudan ended after the signing of the
Eastern Sudan Peace Agreement between the Government of Sudan and the Eastern Front in 2006 and the
situation has been gradually improving.

Kassala is a state of the Republic of Sudan located on the border of Eretria, and has a population of
1.8 million. The state is characterized by the significant presence of internally displaced people due to
economic hardships, droughts and conflicts in the region and refugees from Eritrea. The state economy
largely depends on agriculture and livestock; however, frequent droughts and conflicts have weakened the
production base significantly. Socio-economic indicators of Kassala show the underdeveloped situation.
Access to safe drinking water is limited to 38.7% (56.1% in Sudan), the maternal mortality ratio is high at
1,414/100,000 (450/100,000 in Sudan), and the net primary enrollment rate is 34.4% (43% in Sudan); these
present alarmingly poor conditions compared with the average Sudanese situation. To prevent this
marginalized situation from re-opening conflicts, measures to improve Kassala’s chronic poverty through
economic (agriculture) and social (water, health and education) development is urgently necessary.

In this context, in January 2010, the Kassala State Government requested, through the Higher Council
for Decentralized Governance, the Government of National Unity, assistance from the Government of
Japan on the Capacity Development Project for the Provision of Services for Basic Human Needs in
Kassala (hereinafter referred to as the Project). The main objective of the Project is to strengthen the
capacity of public service providers in the state’s priority sectors, i.e., water, agriculture, health and
vocational training. In May 2010, the Government of Japan approved the request as a technical cooperation
project. From October 2010 to March 2011, JICA conducted the preparation phase to formulate the detailed
plan of the Project. JICA and the Kassala State Government discussed this detailed plan, agreed on the
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implementation plan, and signed the Record of Discussion (R/D). While the R/D includes the Project
Design Matrix (PDM) and Plan of Operation (PO), both parties agreed to revise them slightly and approved
the revised PDM and PO on 13 March 2011.

2. Project Overview
(1) Overall Goal
Basic Human Needs of the people in Kassala State are ensured by enabling them to access quality
public services by the State.
(2) Project Purpose
Kassala State Government's capacity to provide services for maternal and neonatal health is
strengthened through activities of the 2 pilot localities.
(3) Outputs
1) The capacity of Village Midwives (VMWs) in communities is improved.
2) The system to receive maternal and neonatal emergency patients in the pilot localities is prepared.
3) Capacity to support VMWs is strengthened.
(4) Inputs
Japanese side :
Expert: 10, Local cost (Estimation): 85,905,528 Yen (in total, as including provision of
equipment),
Provision of Equipment: 57,717,515 Yen (in total), Trainees received (Training in Japan and Third
Country):23
Sudan side :
Counterpart:3, Local Cost: 229,968SDG (in total), Land and Facilities: the office space in SMoH in

Kassala city

II. Evaluation Team

Japanese side Ms. Katsura MIYAZAKI, Team Leader, Deputy Director General, Economic
Infrastructure Development Department, JICA

Ms. Yoko KOTOURA, Assistant Director, Health Division 1, Human Development
Department, JICA

Mr. Harumi IIDA, Evaluation Analysis, Global Link Management

Sudan side Dr. Omer Suliman Mohamed Nafi, Deputy Director General,State Ministry of Health,
Kassala

Period of | 1*'; 10 December to 22 December, 2013 Type of Evaluation : Terminal Evaluation

Evaluation 20 11 January to 22 January, 2014

II1. Results of Evaluation

1. Result of Achievements

(1) Achievement of Outputs

Output 1: The capacity of Village Midwives (VMWs) in communities is improved.
The Project has conducted In-service training (INSET) of VMWs for 9 times. Totally, 177 VMWs
got trained by the Project. From Wed El Helew and Girba as the pilot localities, 88 VMWs who are
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eligible to get training participated and 89 VMWs participated from neighboring localities. As 94.9% of
participant passed the acceptance line (70% of right answer) in post exams, it can be said that the
knowledge and capacity of VMW was improved in INSET. Then, totally 11 HVs have been trained
and authorized to be a facilitator in order to conduct INSET. And, the Project developed various
teaching materials (Lesson plan, Job sheet and Flip chart) for HVs with their active participation in
development and revisions so that the training materials meet the special needs of the HVs and VMWs.
Supportive Supervision (SS) has been carried out 116 times in Girba Locality and 63 times in Wad El
Helew Locality since May 2012. Annual average in the pilot localities counted more than two times by
the guideline of FMoH. As it was expected that the technical skills and networking with supervisors
(HVs) could be strengthened through SS, VMWs also have realized usefulness of SS.

According to the results of the project activities, Output 1 has been achieved. In terms of
sustainability, while the technical sustainability of the INSET is high as 11 facilitators can continue to
be effective in their training skills of VMWs INSET, financial sustainability of the INSET and SS are
not high enough as VMWs INSET needs the procurement of delivery kits and SS requires additional

budget for scaling up to other localities.

Output 2: The system to receive maternal and neonatal emergency patients in the pilot localities

is prepared.

The Project selected two hospitals as pilots to strengthen maternal and neonatal care among the
pilot localities: Wad El Helew Primary Hospital and Girba Hospital and two hospitals as to accept
referral cases from the pilot hospitals: Saudi Hospital, Kuwait Hospital. Medical equipment for
maternal and neonatal care was procured in those hospitals and User Maintenance Training courses of
Medical Equipment were conducted. Also, Training courses on Infection Control were conducted for 4
pilot hospitals, and Infection control committees which were established in each hospital in May 2013.
Infection control committees carried out activities such as installing safety box, promoting clean
environment, hand wash and etc. Regarding Emergency Obstetric and Neonatal Care (EmONC), a
curriculum of training on EmONC was modified and improved in close collaboration and coordination
with the Project and UNFPA, then the training was conducted for staff of Wad El Helew Primary
Hospital and Girba Hospital in November 2013, and the field training for EmONC will be carried out
for those hospitals in January 2014 by the Project.

The Project has clarified the roles of Wad El Helew Primary Hospital and Girba Hospital on the
referral system on EmONC. Patients in Wad El Helew Primary Hospital who need surgical operation
have been accepted by Girba Hospital. Also, Wad El Helew Primary Hospital arranged to accept
obstetrician as visiting consultant from Girba hospital. However, the delay of the construction work
for extension, and the preparation of Wad El Helew Primary Hospital is not ready for its opening at the
end of April 2014. It is necessary to complete technical training at Wad El Helew Primary Hospital on
(a) user maintenance of the medical equipment and facility and (b) hospital management before the

completion of construction work for extension. Therefore, Output 2 has been partially achieved.

Output 3: Capacity to support VMWs is strengthened
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VMW festival has been organized 2 times in Girba Locality and 1 time in Wad El Helew Locality
for the purpose of 1) enhancing motivation among VMWs, 2) raising awareness towards VMWs role
and RH knowledge in communities, 3) providing advocacy for VMWs recruitment and 4) connecting
linkage between VMWs and hospital staff. Awareness of community as well as pilot hospitals regarding
the activity of VMW have been improved in those pilot localities. Recruitment of VMW by SMoH has
remained 14% in Girba Locality and 29% in the Wad EI Helew Locality. = However, SMoH increased
monthly incentive for VMW from 10 SDG to 100 SDG in October 2013.

Regarding improvement of RH data processing, the Project has introduced a new monitoring
format to decrease errors on the entry of health indicators in the month report since January 2012. The
incidence of error by staff of SMoH has become generally lower, but further room for improvement is
still left. And, official launch of the taskforce to ensure sustainability and scale-up of the Project
activities, which was recommended in the mid-term review, has not been done. Also, organizing donor
meeting to coordinate donor’s activities has been done mainly done by donor side and SMoH’s initiative
for donor’s meeting remains as a next challenge. Regarding present condition of Output 3, Output 3 is

not achieved and has room for improvement.

(2) Achievement of Project Purpose

Kassala State Government's capacity to provide services for maternal and neonatal health is

strengthened through activities of the 2 pilot localities.

The Project has made effort for strengthen maternal and neonatal health through comprehensive
approach implementing (1) VMW festival to raise the awareness of the community, (2) capacity
development of HVs and VMW through INSET and SS, (3) capacity development of facility level.
VMW festivals which were carried out for dissemination of the activities of VMW, contributed for
improvement of social status of VMW as well as for improvement of the working environment of VMW
supported by localities. And, HV’s and VMW’s capacity was developed by improved INSET and SS.
HV’s capacity for teaching and coaching VMWs was strengthened through the continuous support from
the Project to HVs. The Project developed various training materials (lesson plan, job sheet, flip chart).
As a result, RH services through the VMW and the relationship from community to facility through
VMW were improved around the pilot localities And, the Project has enhanced RH service of the four
pilot hospitals. Those four hospitals were provided necessary equipment, and their staff developed
capacities through training courses for users of equipment, infection control and EmONC. At the same
time, relationship among the pilot hospitals was strengthened through the activity for infection control
and EmONC. Consequently, the Project has contributed improvement of RH services of SMoH in pilot
localities.

However, strengthening of Wad El Helew Primary Hospital on RH service has not yet been
completed, due to the delay of the construction work for extension of hospital. Therefore, the referral
system between it and Girba hospital has not fully functioned. Although the capacity of the service
providers such as VMWSs, HVs and hospital staff were strengthened, organizational capacity at the
SMoH were not fully strengthened. Some of the SMoH officials participated in some training programs,

however, their gained knowledge were not fully materialized in Maternal, Neonatal and Child Health

Ixviii




administrations, such as leading donors meeting and organizing taskforce. Therefore, the achievement

of the Project Purpose has almost achieved but still issues are remained which mentioned above.

(3) Achievement of Overall Goal

Basic Human Needs of the people in Kassala State are ensured by enabling them to access quality

public services by the State.

As the outcome of the Project, provision of quality health service by trained VMWs and
enhancement of function of pilot hospitals will contribute to reduction of maternal mortality rate
certainly in the pilot localities. The direction of project implementation seems appropriate. And, if
SMoH continue the project activities in RH services and expand it to other localities in Kassala State
after termination of the project, Overall Goal is expected to be achieved.

However, it is too early to foresee that the impact of the Project comes out because strengthening
of Wad El Helew Primary Hospital has not yet been completed due to the delay of the construction work
of hospital. And, the referral system on EmONC between Wad El Helew Primary Hospital and Girba
Hospital is not fully functioned yet. In addition, SMoH needs to make clear regarding preparation of the
budget and allocation of the staff to continue and to expand the project activities, including operation of

Wad El Helew Primary Hospital after finishing of the construction work for extension.

2. Summary of Evaluation Results
(1) Relevance

In new health sector strategic plan II of Federal Government (July 2013), strengthening of
Primary Health Care services, which is consisted of maternal and child health / family planning,
nutrition, disease control, vaccination, and drug supply, is emphasized as a strategic directions.
Maternal and child health is centered among them. The road map (2010-2015) of SMoH is “Kassala
State Operation Plan for reducing maternal and neonatal mortality”, which emphasized on continuum of
care, most notable of which is safe delivery by skilled birth attendants backed up by basic and
comprehensive EmONC. However, before the Project started, Wad El Helew and Girba as the pilot
localities, health service deliveries by hospitals and VMWs were stagnant due to low quality of
equipment and facilities, as well as knowledge. Then, the Project has been implemented along
Japanese official development assistance policy.

Regarding the project design to achieve project purpose, the Project consist of strengthening
capacity in maternal and neonatal health through activation of VMWs by providing trainings and
supportive supervision, upgrading core functions of the pilot hospitals by providing equipment in order
to establish EmOC referral system and strengthening capacity in health administration. The aim of the
Project is consistent with policies of the Government of Sudan and Kassala State Government. And, the
Project has been implemented along Japanese official development assistance policy. Also, the Project

is correctly designed to achieve its purpose. Therefore, relevance of the Project is high.

(2) Effectiveness
The Project has made effort for capacity building of VMW by comprehensive approach, which is
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consisted of implementing INSET, development of standardized training materials and capacity
development of HV. RH services through the VMW have been greatly improved around the pilot
localities. Similarly, VMW festivals which were carried out on dissemination of the activities of VMW
contributed for improvement of social status of VMW as well as for improvement of the working
environment of VMW. And, the progress was also observed in strengthening of the pilot hospitals in
RH services through providing equipment and capacity development of hospital staff and in
improvement of health administration.

And, the Project has strengthened the function of the pilot hospitals for RH service by providing
equipment and training of medical staff. The pilot hospital has been active to deal with infection control
and EmONC. At the same time, the relationships between the pilot hospitals have been formed through
these activities. However, strengthening of Wad El Helew Primary Hospital has not yet been completed
due to the delay of the construction work for extension of hospital. Consequently, improvement of RH
service by SMoH as it was expected by the Project has not sufficiently been realized yet. Therefore,

effectiveness of the Project is relatively high at present.

(3) Efficiency

Inputs from Japanese side such as experts, national staffs, local costs, equipment and training
courses in Japan and third countries have been fully utilized for the project activities. Nevertheless, the
medical equipment for Wad El Helew Primary Hospital has not been used fully yet because the
completion of construction is delayed. It is necessary to consider that all construction work for
extensions in the Project including the construction of Wad El Helew Primary Hospital has been done
by the collaboration between Planning Cluster and Health Cluster, and thus, close communication
between two Clusters was needed. On the other hand, inputs from the Sudanese side such as allocation
of C/Ps, sharing of the local cost, and provision of facilities (the project office) have been fully utilized
for the project activities. Operational cost borne by SMoH for the project activities has been spent
smoothly although it was recognized difficult when the Project started. More staff has been allocated in
spite of frequent staff turnover, especially in Wad El Helew Primary Hospital.

In JCC, Japanese and Sudanese sides have shared information on the progress of the Project, and
discussed issues which arose. And, relationship and understanding between Japanese expert team and
Sudanese C/Ps in the project activities has been kept very well for smooth management of the Project.
In addition, quarterly meeting among the donors in RH sector facilitate cooperation between the Project
and other donors. This cooperation is useful for the Project implementation. Considering above overall,

efficiency of the Project is fair.

(4) Impact

As the outcome of the Project, provision of quality health service by trained VMWs and
enhancement of function of pilot hospitals will contribute to reduction of maternal mortality rate
certainly in the pilot localities. Since the direction of the Project is judged as appropriate, Overall Goal
would be achieved as long as SMoH maintains and expands the project outcome. However, it is too

early to foresee that the impact of the Project comes out because strengthening of Wad El Helew
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Primary Hospital has not yet been completed due to the delay of the construction work for extension
of hospital. And, the referral system on EmONC between Wad El Helew Primary Hospital and Girba
Hospital is not fully functioned yet. In addition, SMoH needs to make clear regarding preparation of
the budget and allocation of the staff to continue and to expand the project activities, including
operation of Wad El Helew Primary Hospital after finishing of the construction work for extension.
a) Positive impact
e 11 HV as staff of SMoH whose capacity were improved through the Project activities conducted
In-services training in the program of UNFPA in 2013.
e Federal Ministry of Health (FMoH) has recognized quality of training materials for INSET
made by the Project. FMoH intend to incorporate those materials into National manual for RH

service

(5) Sustainability

Health Policy of Kassala State is to strengthen and consolidate state efforts to contribute to the
national goal of reducing maternal and neonatal mortality in line with five year health sector strategy.
New Primary Health Care expansion project of the Federal Government has been started, but it does not
affect for maintaining the outcome of the Project. Kassala State Operation Plan for reducing maternal
and newborn mortality is road map (2010-2015), emphasizing on continuum of care that most notable of
which is safe delivery by skilled birth attendants backed up by basic and comprehensive EmONC.
These policies are expected to be kept institutionalized even after the termination of the Project.

In technical aspect, trained VMWs in the pilot localities have shown good results in the exam after
participating INSET. And, HVs as facilitators have kept efforts to improve quality of the training, so
they could help those VMWs to maintain their knowledge and skills. In addition, SS will help for
sustaining quality of the services of VMWs. Regarding staff of the pilot hospitals, they will keep
activities for infection control and use of medical equipment. And also, training of EmONC has just
finalized for Girba Hospital and Wad El Helew Primary Hospital, further support is necessary for the
participant to carry out the activities on EmONC.

Regarding organizational aspect, recruitment of VMW by SMoH has not proceeded as it was
expected in Kassala State'*. Meanwhile SMoH increased the incentives to VMW. In addition,
continuous implementation of the SS is also required to sustain the activity of VMW in the pilot
localities. Also, the recruitment of paramedical staff for Kassala State is under the process by SMoH,
in which SMoH plans to allocate necessary staff at Wad El Helew Primary Hospital. In addition, there
are paramedical students studying in Academy of Health Science who will be allocated in hospitals in
the future. In terms of financial aspect, preparation of detail activity plan and budget by SMoH to
continue the project activities after the termination of the Project has not been clear yet. Also, in order
to implement expected activities in Wad El Helew Primary Hospital, formulation of financial plan is

necessary after the construction work for extension is finished. Regarding condition which mentioned

above, sustainability of the outcome of the Project is fare.

'3 Nevertheless, FMoH has issued the degree regarding recruitment of VMW. There is a possibility that all VMWs will be recruited by
the responsibility of FMoH
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(6) Conclusion

The approach of the Project, which focused on strengthening VMWSs’ capacity and their
surrounding environment including relationship between VMW and HVs/facilities, was successfully
implemented. And, Girba and Wad El Helew localities have become a prototype of providing services
for maternal and neonatal health in Kassala State. The progress has been also observed in strengthening
of the pilot hospitals in RH through providing equipment and capacity development of hospital staff. In
addition, strengthening of monitoring of health information systems has improved RH data and
statistical processing in the health administration of SMoH.

On the other hand, regarding the strengthening of RH service, function of Wad El Helew Primary
Hospital is important. Presently, the delay of construction work of Wad El Helew Primary Hospital
has affected the project activity. And, the preparation of new hospital structure has not been fully
completed. In anticipation of after construction work for extension, SMoH needs to address
organizationally and financially for strengthening the functions of the hospital by the completion of the

construction.

3. Recommendations
(1) Action to be taken before the end of the Project
a) It is necessary to complete technical training at Wad El Helew Primary Hospital, those are
followings; 1) user maintenance of the medical equipment and facility, 2) hospital management.
b) The neonatal related equipment (Incubators, etc) procured for Wad El Helew Primary Hospital need
to be returned from Saudi Teaching Hospital as soon as the construction is finished.
c¢) Discussion and assurance of the sustainability of Project activities by Task Force in SMoH is
required. The Task Force needs to prepare a roadmap, which shows how SMoH will continue the
INSET training.
d) SMoH needs coordinate with FMoH to complete the INSET training materials as national standard
and to be used for all INSET of VMWs in nationwide.
e) SS has been effective for making linkage between VMW and HV. However, improvement of the

approach is needed to seek most cost effective way.

(2) Action to be taken by SMoH

a) Allocate necessary budget and health staff to Wad El Helew Primary Hospital as soon as possible so
that the new staff and existing staff to participate in the technical training conducted by the
Project.

b) Provide clear missions and description of the expected responsibilities at Wad El Helew Primary
Hospital and Girba Hospital.

c) Continue to empower VMWs thorough providing continuous support by regulation, payment,
INSET and supportive supervision so that the VMWs can continue to be active in MNCH services

at the community.
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(3) Other relevant issues

a) Two major technical transfer activities would remain unfinished by the end of the project period
due to the delay of the construction of new building at Wad El Helew Primary Hospital: (a)
installation of the medical equipment to the new building and (b) supervision and technical
advices to the hospital management with new building and equipment.

b) SMoH appreciated “the K-TOP model”, composed by (1) VMW INSET with quality facilitator and
materials, (2) SS conducted by HV, and (3) raising community awareness by VMW festival. And
SMoH shows a commitment to disseminate this model to other localities besides Wad El Helew
and Girba.

3-4-5 Lessons learned

a) Repetitive TOT and workshops for developing training materials were effective for improving
facilitators’ capacity. As the training materials were developed and the level of facilitator was
improved, the quality of INSET was improved.

b) VMW Festival organized in two pilot localities was effective for improving the community’s
awareness on VMW’s role as well as dissemination of the health education messages at the
community level.

¢) New curriculum of EmONC training was developed by the Project and UNFPA with the initiative
of SMoH. It is worth mentioning that the collaboration between donors with the initiative of
SMoH was effective as each party can complement one’s capacities.

d) Many of the participants who attended training in Japan and third countries played an important
role in the Project activities as facilitators and/or trainers after their return to the country. The
project chose candidates strategically and made good use of the opportunity of training in Japan

and third countries.
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Summary Sheet for Mid-term Evaluation
Vocational Training Cluster

1. Outline of the Project

Country: Sudan Project title: Capacity Development Project for the
Provision of Services for Basic Human Needs in Kassala,
the Republic of Sudan

Issue/Sector:  Planning, Water Supply, | Cooperation scheme: Technical Cooperation
Agriculture and Rural Development, Health,

Vocational Training

Division in charge: Kassala Vocational | Total Cost (Estimated at the time of evaluation): 1.8

Training Center (KVTC) billion JPY

Period  of | (R/D): Feb.23, 2011 Partner Country’s Implementing Organization:

Cooperation | (Period): 2011.5-2014.5 e State Ministry of Finance, Economy and Manpower
(3years) e State Ministry of Health

e State Ministry of Agriculture, Forestry, Irrigation,
Animal Recourses and Fishery

e  State Water Corporation

Supporting Organization in Japan:

Related Cooperation:

1. Background of the Project

The Republic of Sudan is a large country in Africa. Since independence in 1956, the country has faced
internal conflicts including war between the north-based Government of Sudan and the south-based Sudan
People’s Liberation Movement (SPLM), and the Darfur conflict that started in 2003.

Also, in the Eastern States including Kassala, Gedaref and the Red Sea, tribal-based local groups,
frustrated by developmental marginalization, drought, famine and poverty formed the Eastern Front and
opened conflicts with the federal government, which intensified in 2005. The conflict in East Sudan ended
after the signing of the Eastern Sudan Peace Agreement between the Government of Sudan and the Eastern
Front in 2006 and the situation has been gradually improving.

Kassala is a state of the Republic of Sudan located on the border of Eretria, and has a population of 1.8
million. The state is characterized by the significant presence of internally displaced people due to economic
hardships, droughts and conflicts in the region and refugees from Eritrea. The state economy largely
depends on agriculture and livestock; however, frequent droughts and conflicts have weakened the
production base significantly. Socio-economic indicators of Kassala show the underdeveloped situation.
Access to safe drinking water is limited to 38.7% (56.1% in Sudan), the maternal mortality ratio is high at
1,414/100,000 (450/100,000 in Sudan), and the net primary enrollment rate is 34.4% (43% in Sudan); these
present alarmingly poor conditions compared with the average Sudanese situation. To prevent this
marginalized situation from re-opening conflicts, measures to improve Kassala’s chronic poverty through
economic (agriculture) and social (water, health and education) development is urgently necessary.

In this context, in January 2010, the Kassala State Government requested, through the Higher Council for

Decentralized Governance, the Government of National Unity, assistance from the Government of Japan on

Ixxiv




the Capacity Development Project for the Provision of Services for Basic Human Needs in Kassala
(hereinafter referred to as the Project). The main objective of the Project is to strengthen the capacity of
public service providers in the state’s priority sectors, i.e., water, agriculture, health and vocational training.
In May 2010, the Government of Japan approved the request as a technical cooperation project. From
October 2010 to March 2011, JICA conducted the preparation phase to formulate the detailed plan of the
Project. JICA and the Kassala State Government discussed this detailed plan, agreed on the implementation
plan, and signed the Record of Discussion (R/D). While the R/D includes the Project Design Matrix (PDM)
and Plan of Operation (PO), both parties agreed to revise them slightly and approved the revised PDM and
PO on 13 March 2011.

2. Project Overview
(1) Overall Goal
Basic human needs of the people in Kassala state are ensured by enabling them to access quality public

services by the state.

(2) Project Purpose
Capacity of KVTC as public institute of Kassala state will be improved by providing vocational
training that aims to train a diverse and effective workforce for the economic growth and stability of

Kassala state.

(3) Outputs
1) Quality training program responding to local needs is implemented.
2) Performance of KVTC staff is greatly improved.
3) Training facilities and equipment are improved.
4) Effective management system is established.
5) Necessary amount of budget is secured for managing KVTC.
6) Partnership between KVTC and its stakeholders (SCVTA, K-SCVTA, industrial sector,

union/cooperatives, donor/NGOs, educational institutions, etc.) is improved.

(4) Inputs
Japanese side:
Experts: 8, Local cost (Estimation): 55,699,543 Yen (in total, as of December 2013),
Provision of Equipment: 21,047,949Yen (in total), Trainees received (Training in Japan and
Malaysia): 10
Sudanese side:
Counterparts: 37, Local Cost: necessary cost for the operation of the Project, which includes
allowances for the Project activity of KVTC staff and utility costs for the Project office.
Land and Facilities: the office space in KVTC

II. Evaluation Team

Members of | Ms. Katsura MIYAZAKI, Team Leader, Deputy Director General, Economic
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Evaluation Team Infrastructure Development Department, JICA

Ms. Tomoko YASUNAGA, Cooperative Planning, Economic Infrastructure
Development Department, JICA

Mr. Shinichiro NAKAHARA, Senior Advisor, JICA Rwanda Office

Ms. Yoko OTA, Evaluation Analysis, Oriental Consultants Co., Ltd.

Sudan side Mr. Hassan Maki, Director, Kassala Vocational Training Center
Period of December 9, 2013—December 23, 2013 | Type of Evaluation: Terminal Evaluation
Evaluation January 10, 2014- January 23, 2014

II1. Results of Evaluation

1. Result of Achievements

(1) Achievement of Outputs

Output 1: Quality training program responding to local needs is implemented.

A labor market survey was conducted by the Project Team with C/Ps, and the result of the survey is
utilized for the implementation of the Project activities. KVTC utilized the results to set up the
activities such as short term courses for women’s activity and new long term course, Agricultural
Machinery Course, which has started in September 2013.

KVTC further seeks for cooperation and collaboration with the private sectors, NGOs, government
related organizations and line ministries for improvement of quality training. KVTC continuously
conducts short-term courses requested by NGOs and international organizations. Some KVTC
instructors learned to develop curriculum of short term courses in consultation with client based on

the background of trainees such as level of education and working experiences.

Output 2: Performance of KVTC staff is greatly improved.

KVTC staff’s performance has been improving as the Project proceeds. The Project conducted
various trainings such as OJT and TOT at KVTC, third country training in Malaysia, and trainings
provided by SCVTA. These trainings updated technology of KVTC instructors such as skills of car
electricity. After conducting these trainings reputation of KVTC has enhanced and more KVTC
trainees were welcomed to be accepted as IPT trainees and obtain jobs from local industries.

Meanwhile, Directors and some head of sections mentioned that capacity of the instructors is still
imbalanced because some of them are newly employed and lacking of trainings. Regarding women
section, since it is newly designed, performance of instructors of women’s activities is under
development in terms of management skill and understanding of vocational training.

The Project also recognized that the teaching skill is as important as technical skills. A series of
teaching capacity development training were conducted as trainings in curriculum development and
teaching evaluation skills. In addition, in order to provide enabling environment for the effective

teaching-learning, administrative skill improvement is targeted.

Output 3: Training facilities and equipment are improved.

The equipment provided by the Project is currently properly utilized in conducting courses. As for
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newly developed course and suggested new long-term course, Japanese experts and KVTC staff will
finalize the procurement of necessary equipment. This process is taking longer time than expected
due to the long term procurement process and capability of KVTC staff to procure equipment.

As for the facilities, food processing building was completed with delay, and the lecture hall is also
complete. For maintaining the equipment and facilities, KVTC introduced Kaizen method and started

organizing warehouse and center-wide cleaning day once a month.

Output 4: Effective management system is established.

KVTC management system has been improving, and some behavioral changes are observed by the
Project. KVTC Strategic Plan 2012-2014 has been developed with the assistance of the Japanese
experts and obtained validation of SMoF. Strategic Plan Implementation Committee (SPIC) (total 5
members in charge for each strategic goal is assigned) is formulated to facilitate the implementation
of each strategic goal prescribed in KVTC Strategic Plan 2012-2014. SPIC meeting is held once a
week to share the section wide problem among members as well as reporting the progress of the week
to other strategic goal members. In order to enhance the management of KVTC, Training and
Operational Guideline, In-Plant Training Guideline and other guidelines have been developed and

started to be utilized among KVTC staff.

Output 5: Necessary amount of budget is secured for managing KVTC.

Before starting the Project, the regulation of the SMoF does not allow KVTC to utilize income
generated from the provision of short term courses which SMoF provides raw materials and decides
the tuition fee. As a result of negotiation with SMoF, KVTC can now keep the self-generated
income when KVTC provides training courses requested from outside organizations such as NGOs
and donors. KVTC is trying to contract with local industries and state ministries to generate income
from the clients.

KVTC staff and the Japanese experts drafted an annual budget report of KVTC which shows
details of expenditure to operate KVTC. With this report, KVTC will prepare a detailed and

persuasive budget plan for negotiating with SMoF to increase operational cost for KVTC.

Output 6: Partnership between KVTC and its stakeholders (SCVTA, K-SCVTA, industrial sector,

union/cooperatives, donor/NGOs, educational institutions, etc.) is improved.

Through labor market survey, company visits, and provision of short term courses, KVTC started to
form collaborative and strong relationship with organizations such as Sudan Sugar Company (SSC),
Kassala University, UN organizations, Kassala Small Industrial Union (KSIU) and many others. This
tie is expected to have good impact on KVTC through creation of job opportunities for the graduates,
feedback regarding KVTC trainees, and information regarding the required skill in the labor market.

By expanding the partnership, KVTC can utilize their resources such as local industry inventory
prepared by UNDP and UNHCR and various kinds of facilities in SSC to be accepted by In-plant
training. KVTC is also providing technical supports to local car workshops for EFI system which is

only available in KVTC in Kassala State.
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(2) Achievement of Project Purpose

Capacity of KVTC as public institute of Kassala state will be improved in providing vocational
training that aims to train a diverse and effective workforce for the economic growth and stability of

Kassala state.

KVTC has strived to increase the number of courses and improve the content of courses to meet
the demand of labor market in Kassala State and also to increase job opportunities for KVTC
graduates. As for long-term courses, Diesel Section was replaced to Agricultural Machinery Section
based on the result of labor market survey. Before the Project, KVTC did not provide courses for
current workers in local industry or for women. Capability to provide new courses verifies
improvement of capacity of KVTC, and contributes to train diverse and effective labor force.

Currently, among KVTC instructors, small number of qualified instructors takes too many tasks
and responsibilities. These conditions should be raised as a serious issue and tried to be solved to

enhance work environment of KVTC.

(3) Achievement of Overall Goal

Basic human needs of the people in Kassala state are ensured by enabling them to access quality

public services by the state.

Development of small local industries such as car workshops through the training services of
KVTC will ensure economic growth of Kassala State. Increasing the number of qualified labor force
in Kassala State will vitalize the economy. Positive impact from KVTC will serve to improve basic
human needs in Kassala State.

KVTC serves to basic human needs of the people in Kassala as an institution of social welfare
because tuition fee of long term and short term courses are subsidized from SMoF to provide wider
opportunities for those with economic difficulties and number of dependents is one of the selection
criteria of trainees. Therefore, enhancing the capacity of KVTC will contribute to basic human needs

in Kassala State.

2. Summary of Evaluation Results
(1) Relevance
The aim of the Project is consistent with policies of the Government of Sudan and the State as well
as the needs of Kassala State and Japanese official development assistance policy. One of the
objectives of the Sudanese policy toward vocational training is to provide quality and diverse
workforce for all economic activities. The Japanese government/JICA has a good advantage for
implementing vocational training projects in Kassala, as they already have done similar/related
projects in other regions of Sudan such as Khartoum and Darfur. Therefore, the relevance of the

Project is high.

(2) Effectiveness

Enhancement of KVTC’s capacity can be measured through increase in the number and variety of
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trainees. KVTC launched three kinds of long-term courses and conducted 30 short term courses which
targeted women, current workers and youth as trainees. Through the procurement of equipment and
trainings to instructors, quality of the training has been improved. The Project also seeks the
collaboration with local industries to secure the employment of the graduates. These outputs coincides

the indicators of the Project Goal. For above reasons, effectiveness is rated high.

(3) Efficiency
The Japanese experts and KVTC staff are working closely collaborating with each other, so the
technical transfer is efficiently implemented. KVTC staff also understands PDM of the project and
actively involved to the project activities.
It is observed that woman activity’s section envisions the future course of food processing
training not necessarily match the needs of local industries, donors, DPD, and the scale of procured
equipment. Operation rate of the women activity is low and there is delay of providing food processing

trainings due to the delay of construction of food processing building. Therefore, the efficiency is fair.

(4) Impact

All the positive impacts, which have already been observed, can lead to change for better economic
growth particularly through the collaboration among government administrations. KVTC’s operation
and training guideline was introduced in “National Conference on Vocational Training and Youth
Employment in Sudan”. At this time the guideline was highly appreciated by other VTCs as a model of
VTC management. This can be expected spillover effect to other states as for developing guideline for
all public vocational training institutions. Success of vocational training in Kassala and in Sudan can

activate the economy, which can lead to social stability. Therefore, the impact is considered high.

(5) Sustainability

Insufficient number of instructors is the major concern of KVTC to assure the qualified trainings and
better KVTC management. Additional 12 instructors will be employed with successful negotiations with
SMoF. Limitation of self-income generation activities which prevents financial self-sustainability has
gradually solved with negotiation of SMoF and started to secure the income to purchase raw materials
and necessary expenses. KVTC still needs to secure enough amount of budget for operational cost of
equipment, facilities and continuous human resource development. Establishing the system of
continuous human resource development is a major challenge to assure the sustainability of the Project.
Therefore, sustainability of the Project is relatively high.
(6) Conclusion

In general, the Project has been carried out as planned so far in line with needs of the Kassala State as
well as local labor market. As some indicators of the Project show, there is substantial improvement of
KVTC’s capacity as public institute through providing various short term and long term courses based
on labor market needs. As a result, in general, competency of KVTC graduates has also enhanced, and
they may contribute economic growth and stability of Kassala State.

Therefore, if KVTC staff, in good cooperation with Japanese experts, continuously work on the
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Project actively, including sustain effort on proper budget disbursement, continuous capacity
development for Women Section and allocation of new instructors, the Project Purpose would be

successfully achieved by the end of the Project.

3. Recommendations
The Joint Evaluation Team recommends that the following actions be taken so that the outcomes of

the Project will be utilized and sustained after the Project.

3-5-4-1 Recommendations for the Activities until the End of the Project
1) Proper disbursement of the state budget

After Mid-term review of the Project, KVTC was given some financial autonomy to utilize generated
incomes as supplemental budget through provision of short term courses by Kassala State Ministry of
Finance. This autonomy is an extremely significant progress in terms of financial sustainability of the
Project. However, the generated income is very limited and the State budget continues to be a crucial
financial resource for KVTC operation. Nevertheless, disbursement of the State budget to KVTC was
delayed in the past and even this year. Therefore, it is required that Kassala State disburses the budget to
KVTC on time.

2) Continuous capacity development of Women’s activity section

Since January 2012, when Women Section of KVTC was established, the Project has supported the
section in terms of infrastructure, such as building and equipment, and human resource development.
However, because it is a newly established section compare with other sections of KVTC, capacity of
Women’s activity section is still weak. Therefore, KVTC management should support more rigorously
the section not only to increase training opportunities but also to implementing PDCA cycle. On the
other hand, the section should make an effort to start communication with stakeholders to identify

demand of local labor market.

3) Allocation of new instructors

As a result of recommendation of the Mid-term review, Kassala State approved the allocation of 12
new instructors to KVTC. However, these instructors have not been assigned yet. Allocating and
developing these instructors is a crucial factor for KVTC to sustainably provide quality training.
Therefore, it is required that Kassala State allocates the instructors as soon as possible and KVTC starts

giving them various trainings in line with the Human Resource Development plan.

3-5-4-2 Recommendations for the Activities After the Completion of the Project
1) Filling capacity gap among instructors

According to interview to KVTC staff, it is pointed out that there is a capacity gap among instructors.
As a result, few instructors have huge amount of tasks. Under this circumstance, these instructors are
too occupied to provide an effective and quality training. Filling this gap and balancing out work road

among staff is a responsibility of KVTC management. Therefore, it is required that KVTC management
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should consider countermeasures the issue such as developing a skills and knowledge transfer plan in

order to fill the gap.

2) Development of KVTC Strategic Plan 2015-2017

This Project developed KVTC Strategic Plan 2012-2014. The plan was very useful for all KVTC staff
to share a vision and activities of KVTC. In other words, each KVTC activity is identified based on the
plan. In this regard, the plan can function as compass for KVTC operation in the long term. Therefore,
KVTC is required to develop KVTC Strategic Plan 2015-2017 and utilize it so as to continuously

improve the quality training.

3) Accumulation of KVTC’s good practices

KVTC has developed several good practices through the Project activities, such as Strategic Plan,
curriculum development methods based on the local market needs, income generation activity,
strengthening partnership with private sector and effective management tools. KVTC, as model VTC, is

required to accumulate experience in these good practices, which can be applicable to other VTCs.

3-5-5 Lessons learned
1) Development of Strategic Plan and establishment of committees regarding each agenda

The Project developed a KVTC Strategic Plan at the beginning stage. The Strategic Plan functions to
commoditize the organizational objectives among all KVTC staff. In addition, the Project establishes
several committees, so-called SPIC regarding each agenda of the plan. Such approach makes not only
the top management, but also the individual staff foster responsibility and ownership of their tasks.

Therefore, this development approach can be valid to enhance the organizational capacity.

2) Collaboration with Other Vocational Training Projects

During implementation of the Project, There are two JICA’s vocational training projects, which have
been implemented in Sudan. The first one is “Project for Strengthening Vocational Training” initiated
by SCVTA and the second one is “Project for Human Resources Development for Darfur and the Three
Protocol Areas” initiated by Higher Council for Decentralized Governance. This Project contributes to
other Projects through sharing experience of KVTC development process on Vocational Training
Forum, and also the Project benefits from other Projects to participate various trainings such as training
in Japan and Egypt. Therefore, collaboration with other vocational training projects within a country

can expect to have a synergetic effect so as to improve national vocational training system.
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