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Summary of Terminal Evaluation

1. Outline of the Project

Country : Project title :

Cambodia Project on Capacity Building for UrbanWater Supply System (Phase 3)
Issue/Sector : Cooperation scheme :

Water Resource Technical Cooperation

Division in charge: Total cost :

Water Resources Group, Global Environment |about 388 million Yen (as of terminal evaluation)
Department

Period of Cooperation period: Partner Country’s Implementing Organization :
Cooperation |November 2012 — * Ministry of Industry and Handicrafts (MIH)
November 2017 (5 years) * 8 Provincial waterworks:

Siem Reap (water supply authority), Battambang,
Preah Sihanouk, Kampot, Kampong Cham, Kampong
Thom, Pursat and Svay Rieng

Supporting Organization in Japan :
Water Service Department, Water and Sewer Bureau, City
of Kitakyushu

1. Background of the Project

The urban water supply situation in Cambodia has improved progressively for the past decade. The
coverage rate of piped water supply in urban areas increased from 52% in 2008 to 68.5% in 2012. Over the
same period the number of urban households having access to safe water supply increased from about 269
thousand to 400 thousand. Despite this progress, and with the exception of Phnom Penh which had a
coverage rate of 85% in 2012, urban water supply coverage outside of the capital was still limited at
around 50% in 2012. In addition, many small towns and rural growth centers were experiencing rapid
urbanization, outpacing the speed of water supply development.

To address the situation, the construction and rehabilitation of different water supply infrastructure has
been carried out with the assistance from development partners including Japan. To strengthen the human
capacity to manage the water supply facilities, JICA carried out the Technical Cooperation Project for
Capacity Building for Water Supply System (Phase 2) from May 2007 to March 2012, successfully
enhancing the technical capacity waterworks in eight target provinces for the operation and maintenance
of their facilities.

Notwithstanding the success of this technical assistance, financial management remained a key challenge
for the 8 provincial waterworks. Among others, the lack of mid-term and long-term development and
replacement plan was causing the unstable water supply, resulting in low water supply coverage. Neither
was sufficient legal/institutional framework nor guidelines in water supply sectors in place, and the
capacity of the then counterpart Ministry of Industry, Mine and Energy to supervise the performance of
provincial waterworks was found limited.

With this background, the Cambodian government requested the Government of Japan the “Project on
Capacity Building for Urban Water Supply System (Phase 3)”, a technical cooperation to develop capacity
for water supply system focusing on enhancing the management capacity at the same 8 provinces as in the
Phase 2.

2. Project Overview
The Project aims at achieving sustainable management of 8 provincial waterworks through enhancing the
management capacity.
(1) Overall Goal
Water services provided by TPWs* are enhanced.
* TPWs is abbreviation of Targeted Provincial Waterworks

(2) Project Purpose
All TPWs are able to manage water supply more stably and sustainably.
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(3) Outputs

1. Capacity of managing the data necessary for Business Plan is enhanced at TPWs.

2. Capacity of formulating Business Plans is improved at TPWs.

3. Capacity of monitoring Business Plans is enhanced at TPWs.

4. Capacity of monitoring, evaluating Business Plan, formulation policies and supporting TPWs for
funding is strengthened at MIH.

5. Capacity of analyzing human resources development and improvement measures at TPWs is enhanced.

(4) Inputs (as of June 2017)

Japanese side :
1) Personnel inputs:
Long term experts: 2 chief advisors and 1 project coordinator/monitoring
Short term experts: 27 persons in total as follow: Asset Data Preparation, Accounting, Organizational
Strengthening/Human Resources Management, Replacement and O&M Planning, Expansion
Planning, and Financial Planning.
2) Persons participated in trainings in Japan: 18 persons
3) Equipment

Synergistic Utility Management System (SUMS), flow meters, automobiles, etc.

Cambodian Side :
1) Counterparts : 50 personnel from MIH, and 403 personnel from 8 TPWs
2) Facility/Equipment:
The Project office for the Japanese experts at MIH
3) Local cost for daily local activities:
Cost of transportation for the counterparts and logistics arrangements

II. Evaluation Team

Name Title Position and Organization
Ms. Eriko Tamura Leader Director, Water Resources Team 1, Water
Resources Group, Global Environment
Department, JICA
Mr. Satoshi Kiyama Water supply Executive Director, Water Service
Members of :
. management Department, Water and Sewer Bureau, City
Evaluation .
Team of Kitakyushu
Ms. Yasuyo Kawamura |Cooperation Deputy Director, Water Resources Team 1,
Planning Water Resources Group, Global Environment
Department, JICA
Mr. Jun Totsukawa Evaluation Director, Sano Planning Co., Ltd
Analysis
Period of 11/June/2017-1/July/2017 Type of Evaluation :
Evaluation Terminal evaluation

III. Results of Evaluation

3-1 Accomplishment of the Project

Note: The Project separated 8 TPWs into two groups as the 15t runner group and the 2" runner group. The
I%* runner group is composed of Siem Reap, Battambang, Kampot and Kampong Cham, while the
members of the 2" runner group are Preah Sihanouk, Kampng Thom, Pursat and Svay Rieng. This report
follows the names of these two groups.

3-1-1 Achievement of the Outputs

Outputl: Partly achieved as of the Terminal Evaluation

It is noted that knowledge on the SUMS system has been gradually accumulated at TPWs and effectively
utilized step by step in their daily business operation at TPWs at the 1% runner group.

At the remaining four TPWs as the 2™ runner group, although they have also enhanced their knowledge on
accounting system and asset management, comparing with before the Project, but the installation of the
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SUMS system has just started as of the Terminal Evaluation. It may be difficult to complete the scheduled
activities in this Output for the 2™ runner group.

Output 2: Partly achieved as of the Terminal Evaluation

Four TPWs of the 1% runner group completed the Five-Year Plan, equivalent to a Business Plan, in March
2017. The Five-Year Plan provided new insights which require how their facilities need to extend, how
maintenance works are necessary with financial background from mid-long term viewpoints. Monitoring
works, which are planned to be conducted from June to October 2017, expectedly contribute to enhancing
the planning capacity with necessary revision works. Elaboration of the Five-Year Plan has been delayed
for the 2™ runner group. They will start its formulation after July 2017.

Output 3: Partly achieved as of the Terminal Evaluation

The annual plan shows improvement in its quality and the monitoring/feedback mechanism. However, the
primary focus of this Output 3, which is to enhance monitoring capacity of the Five-Year Plan, remains
untouched as of the Terminal Evaluation. The four TPWs which already made the Five-Year Plan are
possibly to complete the first monitoring session as the biannual monitoring event by the end of the
Project, and to report the results to MIH. Monitoring works at the remaining four TPWs will be directly
influenced by the progress of the Five-Year Plan preparation.

Output 4: Partly achieved as of the Terminal Evaluation

The capacity of monitoring with use of PI has been upgraded. In the case of the Provincial Tour in April
2017, the counterparts of MIH analyzed and presented the monitoring results with other participants of the
tour. The presentation contents were PI analysis on the transition of electricity costs, and the cost impact
made by the change of chemical in use. It is also expected for MIH to enhance the monitoring capacity of
the Five-Year Plan from now on.

Output 5: Partly achieved as of the Terminal Evaluation

The number of necessary staffs at each technical field during the incoming five years was figured out in
the Five-Year Plan. However, a human resource development plan which shows a large picture of TPWs
from human resources has not been fully discussed yet. The activities in relation with this Output are
relatively limited to short term expert’s assignment in the beginning half of the Project and a series of the
discussion in the Provincial Tours.

3-1-2 Achievement of the Project Purpose

Project purpose is partly achieved as of the Terminal Evaluation.

Tangible effects by the Project in particular at the 1% runner group are now observed. The variety of|
knowledge and techniques are now being utilized in TPWs such as financial management by the SUMS
system, the Five-Year Plan, analysis works by use of PI, etc. The 2™ runner group also accumulated a
series of knowledge and techniques as well, however, the installation of the SUMS system and formu lation
of the Five-Year Plan are still remaining for the next challenge.

Therefore, the achievement status of the Project purpose varies among TPWs as of the Terminal
Evaluation.

3-2  Summary of Evaluation
* Five categories are evaluated by five ranks: high, relatively high, moderate, relatively lower, and low.

3-2-1 Relevance: High

The Project is in line with the Cambodian policy. The National Strategic Development Plan 2014-2018
shows the importance to develop the quality of urban drinking water supply services in the country. The
Plan points out the major challenges for urban water sector including weak operational performance and
limited human resources; lack of long term investment plan; lack of autonomy of public waterworks in
their operation and budget execution; and capacity of central ministry to exercise oversight on public
waterworks. The Project directly contributes to these challenging issues. In this line, the Project met
with the Cambodian government policy and its technical needs. The relevance is evaluated high.

3-2-2 Effectiveness: Moderate
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The Project purpose is partly achieved as of the Terminal Evaluation. Tangible effects in their capacity
development have been already observed, however, it may be difficult to complete some of the scheduled
tasks such as installation of the SUMS system, trainings on the SUMS and the Five-Year Plan formulation
by the end of the Project. In this line, the effectiveness of the Project is evaluated moderate.

In spite of its delay in the scheduled tasks, it can be confirmed that the Project successfully upgraded the
management skills at a certain level such as accounting and plan formulation at TPWs.

3-2-3 Efficiency: Moderate

The volume of Japanese manpower inputs was insufficient in order to deal with a large volume of working
requirements, which targets five types of Outputs at eight TPWs and MIH. Cambodian side assigned
counterparts at TPWs from key divisions by appropriate number, but MIH could not assign especially in
the beginning half of the Project due to small number of staffs in the ministry.

Moreover, procurement of the SUMS system took longer time than originally scheduled, and affected the
achievement status and timing of Output 1 and the Project purpose.

Complementary effects with the grant aid projects about water treatment plants and water supply facilities
are positively evaluated.

3-2-4 Impact: High

Ripple effects on organizational and legal aspect are observed. The financial status of all the TPWs
successfully turned to black ink owing to complementary effects with Japanese grant aid and loan projects.
The ministerial decree on Key Performance Indicator was officially issued as one of the Project’s outputs.
Also, capacity development at non-targeted public and private water supply organizations are highly
expected owing to participation in the Project’s activities and to instruction by the Provincial Tours.

As to the overall goal, judging from the general trend for the past years and the estimate for the near
future, it is evaluated possible to be achieved.

3-2-5 Sustainability: Moderate

It is highly likely for the government to continuously place importance on improvement of water supply
services in the country. The policy aspect has high sustainability. From the viewpoint of organizational
and technical sustainability, the increase in the number of staffs at MIH is a positive factor to enhance its
sustainability, but more capacity development with working experiences are required especially for
younger/new staffs. TPWs are also still necessary to upgrade their skills towards sound operation of water
supply services in general. As to the financial aspect, if necessary to consider large scale investments, they
may face difficulty in securing the necessary cost.

3-3 Contribution factors

1) Strong leadership

* Secretary of State has not only provided technical instructions but also motivated all the TPWs with
his strong leadership. A series of activities such as the Provincial Tours and annual report instructions,
which were led by the Secretary, has strongly encouraged TPWs to upgrade their skills, knowledge
and their motivation.

2) Upgrade to general department of portable water supply

¢ Department of Portable Water supply was promoted to the General Department status in November
2016. The organizational promotion enabled to increase the staffs from about 20 to 50 as of the
Terminal Evaluation. The counterparts are now able to spend more time on the Project activities than
before. The number of counterparts was also increased by the change of this organizational
environment.

3) Effective use of external human resources

¢ The Project has been utilizing external human resources effectively. Firstly, Phnom Penh Water
Supply Authority has assigned many staffs as experts in the Project activities. Their coverage area
was widely distributed from the use of the SUMS, accounting, planning, O&M, customer
management, etc. Their performance created complementary effects between Japanese experts’
inputs. In addition, secondly, Siem Reap Water Supply Authority has also made technical instructions
to other TPWs. As for accounting, the National Accounting Committee under Ministry of Economy
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and Finance also provided lectures to TPWs.

3-4 Inhibition factors

1) Reorganization of ministries with personnel relocation

* The result of the election in July 2013 triggered reorganization of governmental ministries including
Ministry of Industry, Mine and Energy, which used to be the counterpart ministry of the Project at
that time. By the reorganization process, the ministry converted to Ministry of Industry and
Handicraft with personnel relocation, which resulted in reduction of experienced technical staffs
within MIH. This situation affected seamless dialogue and technical transfer between the counterparts
and the experts.

2) Procurement of the SUMS system

* Procurement of the SUMS system required much more time than originally planned. The delay
resulted in belated start of its installation at TPWs, and accordingly affected the achievement status
and timing of the Output 1 and the Project purpose.
Cambodian side, MIH spent a lot of time on determining and authorizing the place to locate the
SUMS server. Japanese side as well spent much time on checking many points in order to endorse the
contract. Such internal procurement long-time procedures within both Cambodian and Japanese sides
turned to be one of inhibition factors for the Project.

3-5 Conclusion

Overall, it is noted that the Project is quite meaningful to meet the technical needs of TPWs and MIH,
which had urgent needs to upgrade especially their management skills. The Project has faced a variety
of difficulties during the Project period such as procurement of the SUMS system, arrangement of
manpower inputs of both counterparts and experts, etc. From the viewpoint of the indicators’ fulfillment
status, the evaluation result turned to be a relatively severe, but, again, the tangible effects in capacity
development are apparently observed at TPWs.

In addition, the various implementation devices including the Provincial Tours and use of external
human resources can be applied to other projects as good practices. The produce of this kind of lessons
is also notably mentioned as another output of the Project.

3-6 Recommendations

(1) Extension of the Project period and the schedule of the remaining period

It is strongly recommended that both JICA experts and MIH counterparts to jointly make best effort
toward the completion of all the remaining activities for the achievement of the Project purpose.
Especially regular basis meeting such as weekly and/or monthly meeting to share the Project progress and
necessary tackling issues at MIH is necessary.

Considering remaining activities, the Joint evaluation team recommends the extension of the Project
period from November, 2017 to June, 2018.

1) Output 1:
To achieve Output 1, installation and utilization of the SUMS system is necessary. The system is not
completely changed over after the installation of the SUMS system in Kampot, Kampong Cham,
Battambang. In Preah Sihanouk, installation is under preparation, and in Pursat, Kampong Thom and
Svay Rieng, the SUMS system has not been installed yet. It is expected to take up to June, 2018 to
complete installation and system migration.

To accelerate the activities, it is recommended utilizing the local resources such as 1st runner group. As
for Kampot and Kampong Cham and Battambang, it is required to shift billing system by SUMS as soon
as possible. It is also recommended by the Team for MIH to create the mechanism to have appropriate
maintenance of SUMS system in TPWs.

2) Output 2 and 3:
Formulation of the Business Plan, the Five-Year Plan, has not completed in the four TPWs. Those of
Preah Sihanouk, Pursat, Kampong Thom and Svay Rieng will have to be formulated by February
2018.Regarding Output 3, the Five-Year Plan is required to be monitored and reported annual basis,
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however considering project period, the Five-Year Plan for the 1st runner group will be monitored at
least once and it is difficult for the 2nd runner group. It is required for MIH to continue to monitor
properly utilizing experience for the 1st runner group.

3) Revision of Objectively Verifiable Indicators and Activities of PDM
The Team recommended modifying Objectively Verifiable Indicators and activities of PDM for the
smooth implementation of the Project.

(2) Preparing the draft Water Supply Law

In Output 4, the Project assists process of preparing draft Water Supply Law. At the time of Terminal
Evaluation, it is in the stage of preparing Stakeholders meeting. Undergoing a process of stakeholders
meeting, draft of Law will be submitted to the Council of Ministers from MIH in August, 2017. Remaining
activities up to submission of National Assembly and promulgation of Law is still needed support and the
Project will assist the procedure as much as possible during the remaining project period.

(3) Collaboration with JICA technical cooperation project and infrastructure development though
Japanese financial assistance

During the project period, some TPWs received/ are planned to receive Japanese financial assistance for

the expansion of water treatment and supply facilities. As a result, all the TPWs successfully turned to

black ink.

It is recommended that depreciation of Japanese financial assistance should be properly considered in the

calculation of water tariff for the purpose of sustainable management of TPWs.

3-7 Lessons learned

(1) Utilization of local resources

The Project utilizes local resources such as Phnom Penh Water Supply Authority and the 1 runner group
effectively. Utilizing local resources had positive effects on the Project in terms of sustainability and
effectiveness. Since inputs from Japanese resources are limited, local resources contributes a lot to the
Project.

(2) Introducing PIs

Introducing PIs plays an important role in the Project. By introducing PIs in MIH and 8TPWs, it becomes
easy to grasp the current situation and monitor the progress. It also contributes to raise the motivation of
TPWs and staff by understanding the improvement visually.

(3) Achieving autonomy for public water utilities

For the sustainable and sound management of waterworks, it is desirable to have full autonomy. Siem
Reap is the good example as they achieved high level in terms of financial status, human resource
allocation and so on. Through cooperation from JICA, it is required to build capacity of waterworks to
enable the gradual transfer of roles and functions to autonomous body.

(4) Importance of ownership of the counterpart organization and friendly environment

With the support from MIH, the ownership spirit from the counterpart staffs has been changed and made a
positive impact to the achievement of the Project. The friendly working environment between Japanese
experts, MIH’s staffs and TPWs staffs was a non-negligible factor to the achievement of the Project as
well.

3-8 Follow up
As noted in the Recommendation, the Project period will be extended.
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