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The Capacity Development Project for
Improvement of Management Ability of
Water Supply Authorities

Mid-term review + JCC Meeting, National Dissemination Seminar on
Water Supply Guidelines, Workshop on HRD

irst 3 months in 2015 (January to March) ended with great supportsof [ & ©-'B
Short-term expert team of the 2nd batch in JFY 2014. Right after that, ==— ... ot i
Mid-term review and JCC (Joint Coordinating Committee) Meeting, Work- BTt
shop on Human Resource Development (HRD) and National Dissemination
Meeting on Water Supply Guidelines were held in this quarter.

This issue introduces Mid-term review and JCC Meeting, National Dis-
semination Meeting on Water Supply Guidelines (first national dissemina-
tion meeting of the project) and quarterly workshop (HRD is the theme this
time).

Mid:-term[reviewk)CCiMeeting

What is evaluation of JICA technical cooperation project?

Generally, there are 4 evaluations in JICA technical cooperation project: Prelimi-
nary evaluation before project starts, Mid-term review in the middle of project,
Final evaluation at the end of project and Ex-post evaluation some years after
project end.

Mid-term review conducted this time evaluated project activities in the first
half and made recommendations for the latter half to surely

CONTINUED ON PAGE 2

NationallDisseminationiSeminarfon\WSG

This is the 1st National Dissemination Meeting of Project MaWaSU.

Defining and standardizing waterworks, Water Supply Guidelines consist of
(1) Mission and purpose of waterworks, (2) Components and each activity of
waterworks and (3) M&E of waterworks (Performance review). Referring Water
Supply Guidelines in Japan (JWWA Q100) (Guidelines for the management and
assessment of a drinking water supply service (ISO/TC224)), WASRO staff made
a working draft of Water Supply Guidelines through weekly  onTINUED ON PAGE 3

The Capacity Development Project for Improvement of

Management Ability of Water Supply Authorities (Project MawaSuU) (3 Pilot Water Supply State Enterprise (WSSE) )

Laos sets its target to provide 24-hour access to safe water for the 80% of LAO pmp[ E'S DEMOCRATIC REPUBLIC |« O e
urban population by 2020, according to the Prime Minister Decision in 1999. cnina ,\_\49 e “J\Q’ iy

While development partners including JICA have provided various supports, Py e LN el 7 N5
water supply coverage in urban areas in 2010 remained 55%. To achieve the _ .‘Zu"- R
target, it is necessary to further develop and expand water supply facility oo Luang Pra bang WSSE (North)
and secure investment budget through efficient waterworks management.

For efficient waterworks management, short-term planning and monitoring

framework have been set up so far. However, many WSSEs are unable to make
a short-term plan and renew it by itself, resulting in less effective framework.
Planning procedure based on mid-and long-term water supply demand fore-
cast and financial forecast necessary for water supply facility development and
expansion and its monitoring system are not yet institutionalized in Ministry
of Public Works and Transport (MPWT), a supervisory authority, resulting
most of WSSEs do not have mid- and long-term plan. To address it, setting
MPWT as a main counterpart and Vientiane Capital WSSE, Luang Prabang
Provincial WSSE and Khammouane Provincial WSSE as pilot WSSEs, Project

MaWaSU strengthens management ability of water supply authorities through
(1) Data management necessary for planning, (2) Long-, mid- and short-term
planning/implementation, (3) Water supply operation monitoring, (4) Techni-
cal guidelines on water supply planning and (5) Dissemination mechanism on
planning with the technical guidelines.
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Human Resource Development (HRD) is an important issue for all organ—
ization. Especially, the water supply sector in Laos, in the midst of expan—
sion of water supply areas, needs to assign new personnel appropriately, in
addition to further training of existing staff. Although any WSSEs put its
efforts on HRD, it is true that decisive countermeasures remain unclear.

HRD was the theme of the quarterly workshop this time. The persons in
charge of HRD in the pilot WSSEs discuss and exchange information for
establishing an effective HRD system in WSSEs through the sub-committee
discussions once a month. The workshop aimed to enhance awareness of
HRD though discussion among all members of Project MaWaSU.

Workshop agenda consisted of 3
introductory presentations and Problem
analysis of PCM (Project Cycle Manage-
ment) method. The presentations includ-
ed (1) General Information of Chinaimo
Tranining Center by Mr. Khamtanh,
Director of Chinaimo Training Center,
(2) HRD learned in the Training in Japan
2014 (Mr. Siphanh of NPNL) and (3)
Case studies of Saitama WWB (Mr. Ma-

Mr. Siphanh introducing HRD learned in
Training in Japan

sahiro Shimomura, Chief Advisor).

Prime Ministerial Decision on Management and Development of Water
Supply Sector (No. 37/PM, 1999) sets forth the basic policies of HRD that
Vientiane Capital WSSE provides adequate training courses to other WSSEs.
Chinaimo Training Center of NPNL implements training courses in techni-
cal and administration sectors every year (47 courses with 678 participants
in 2013). Mr. Siphanh, in charge of HRD in NPNL, explained cases of HRD
in Kawasaki City and Yokohama City with information collected through the
C/P training in Japan. “Human, Water, Future Plan,” a case study of Saitama
WWB was introduced by Mr. Masahiro Shimomura, Chief Advisor, who was
directly involved in making the Plan.

Referred to these presentations, each participant was asked “if you are
equipped with necessary ability for your assignment” and “if you are not
equipped with the ability, what are possible reasons.” Problem analysis of
PCM method started writing down the possible reasons to the question.

PCM method is the process of planning, implementation, monitoring and
evaluation of development projects effectively and efficiently used by many
development assistance agencies including JICA. Problem analysis is a very
important step in the 4 major analysis steps in PCM. In planning develop-
ment projects (in case of MaWasSU it is operation improvement work), all
participants discuss what problems exist and how the problems relate each
other (cause-effect relationship). In other words, the clearer the problem
connections (cause-effect relationship) are, the more noticeable the improve-
ment results are when the problems are solved. In order to maximize the use
of limited resources of people, goods and capital, problem analysis is quite
useful for operation improvement. To put it the other way around, a lot of
money for operation improvement may be
waste when problem connections (cause-effect
relationship) are not clear.

Group work started by selecting a core cause
(core problem) after writing down the causes
of lack of ability. Then, arranged other causes
with the core cause in a way that everybody
understood the connection between them
(cause-effect relationship). When the connec-

Workshop participants discussing connec
tion of problems (cause-effect relationship)

CONTINUED ON PAGE 3

Mid:term|review/+JCGMeeting[(Cont?)]

achieve the project purpose. While it
was an internal monitoring of JICA,
evaluation mission team was organized
by 3 Japanese (travel from Japan) and
2 Lao reviewing project activities from
12 February to 04 March.

Mid-term review was conducted
based on PDM (Project Design Matrix)
and PO (Plan of Operations) which
were agreed by both Japanese and Lao
sides before the project started. In ad-
dition to survey on project reports, the
mission team travelled each C/P organ-
ization including the pilot WSSEs for
interviews. In Japan, the mission team
also interviewed successive short-term
experts before coming to Laos. Results
of the interviews and surveys were
evaluated as project achievements by
focusing on (1) inputs and achieve-
ments and (2) how many achievements
has emerged in light of indicators set
in the PDM. Evaluation was also made
by the DAC 5 evaluation criteria
(Relevance, Effectiveness, Efficiency,
Impact and Sustainability) set in JICA
Gmdellne for PrOJect Evaluation.

Discussion on Mid-term review report

Taking the results of Mid-term re-
view in advance, the project received
quite high evaluation In the 5 expected
outputs (Outputs) for the project pur-
pose, the first half of the project activi-
ties focused on Output 1 to 3. Output
1 is about data management, Output 2
is about Long-, Mid- and Short-term
Plan making and implementation and
Output 3 is about establishing a new
monitoring system of waterworks. All
Output 1, 2 and 3 received evaluation
as “Mostly achieved.” These activi-
ties will be continued and moved to
prepare dissemination to the whole
country.

In the DAC 5 evaluation criteria,
results were “Relevance = High,”
“Effectiveness = High,” “Efficiency =

Fair,” “Impact = Too early to evaluate”
CONTINUED ON PAGE 3




Mid:termireviewsJCCGMeeting|(Cont?) NationallDisseminationf{Seminarlon\WSGI[(Cont?)

and “Sustainability = Relatively High.” meetings with the JICA experts for
Total of 11 recommendations were made for (1) about 1 year. The working draft
Project, (2) C/P organizations and (3) JICArespec-  was discussed in a series of sub- e A
tively. committee meetings among DHUP, « <)
Important points for the latter half of the project DPWTs and the pilot WSSEs to =P
through Mid-term review including recommenda- make the draft version of Water

tions can be summarized as followings: (1) Imple- Supply Guidelines. The draft Water S‘ §
mentation of Long-term Plan (including Mid-term  Supply Guidelines has been used as " eopming @Zﬁ’eﬂtélﬁ,'gf;t&?de\mf
financial Plan and Annual Plan) and (2) Establish- a trial in the pilot 3 WSSEs.

ment of dissemination program of Project MaWaSU.  Through preparation for the National Dissemination Meeting,

Financial arrangements and roles of central and the most important point confirmed with WASRO was “Water
provincial governments for WSSEs’ implementation  Supply Guidelines NOT = PI (Performance Indicators).” Pl is

of Long term Plans are also important. a tool for monitoring and evaluation to improve waterworks
I - Bl These Mid-term activities by numerical conversion of waterworks activities for
2l review results were easier understanding. However, people seem to focus on the
8 reported and signed results (numbers) of PI. But PI only shows results of 1-year wa-
in the 3rd JCC Meet-  terworks activities. For improving PI, in other words, improving
ing on 03 March. Mr.  waterworks performance, it is necessary to understand compo-
1CC Co-chairpersons. Mr. Murakami. cr  Yusuke Murakami, nents and each activity of waterworks. Furthermore, mission and
of JICA Laos Office (left) and Chief Representative  purpose of waterworks need to be defined by what water supply
Mr. Khamthavy, DG of DHUP  of JICA Laos Office,  facility is for and what O&M is for. Purpose of the preparation
Co-chairperson of the JCC Meeting, mentioned the  for the National Dissemination Meeting was that the participants
recommendations to JICA (flexible dispatch of short- understand Water Supply Guidelines contain the above men-
term experts and Support to Long-term Plan by JICA tioned important matters.
schemes) will be positively considered by discussing  In the meeting, Water Supply Guidelines were introduced ac-
with DHUP. cording to the prepared PowerPoint files. However, it seemed
After Mid-term review, Mr. Masahiro Shimomura, the explanation was too short for the representatives of WSSEs
Chief Advisor, explained the results of Mid-term and DPWTs who saw Water Supply Guidelines for the first time.
review in details and set up environments for the Although Mr. Masahiro Shimomura, Chief Advisor, gave sup-
project activities for the latter half of the project. plemental explanation by summarizing the important points of
Water Supply Guidelines, some comments away from the main
purport of Water Supply Guidelines were seen in the Q&A ses-
sion.

T— ¢ W Explanation of data used in

" Water Supply Guidelines, in other

. words data necessary to calculate
- ' P1, was provided by the 3 pilot
< - WSSEs. They have experiences

of making Long-term Plans by
using 23 PI and conducting a trial
of Water Supply Guidelines so far.
Therefore, their explanations were

Workshoplon|Human|Resource|Development](cont) easy to understand for the participants as well as support the

i tol h oth ded explanation of WASRO.
10n Was not clear enougn, Other Causes WEre heede In the end of the program, Water Supply Guidelines Report
to be found out. The most important thing here is

. and Water Supply Statistical Year Book that will be made near

if the 2 causes (problems) put up and down are future were introduced.

connected each other by cause and effect. It is not After the meeting, a trial of Water Supply Guidelines will be

too much to say that conducted in all WSSEs in the country. Water Supply Guide-

) Srl]JCCESS or fall_ure of lines Report with 2015 data will also be made by all WSSEs in
i o the operation improve- the country in the first half of 2016. Then, WASRO will make a

ment work Is deter- National Water Supply Guidelines Report.

mined whether clear However, one time explanation at the National Meeting is not

connection between 2 enough. Project MawWaSU will follow up the progress through

Advice for problem analysis prob!ems can be made quarterly workshops which all DPWTs and WSSEs in the coun-

by Chief Advisor in this step. try will join from the middle of 2015 and other opportunities.

Signing of Mid-term review report Mr. Soulith, GM of NPLP, ntroing
data used in Water Supply Guidelines
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The Capacity Development Project for
Improvement of Management Ability of
Water Supply Authorities
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