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EXECUTIVE SUMMARY

A. Context, Purpose and Procedures of the Evaluation

The context for the evaluation of the Irrigation Support Project for Asaand the Near East
(ISPAN) istherapidly evolving set of water resources needs and strategies within the United States
Agency for International Development (A.1.D.). This report assesses the project by looking at
irrigation support within the grester emphas's on water as anatura resource with many non-agricultura
uses aswdl asin the production of food and fiber. Deputy Administrators of both the newly structured
Asiaand Near East Bureaus strongly support the centrality of water resources development in the
mandate of the agency. These leaders noted the growing palitical significance of water resourcesin the
Adan and Near Eastern (ANE) regions and recognize the potentid for conflicts within and between
nations and sectors as water resources become increasingly scarce. |SPAN has effectively responded
to these changing environmental and politica emphases and has evolved as aregiona water resource
project of increasing significance within this broad context.

The Scope of Work (SOW) defines five purposes for the ISPAN evduation in this the fifth
year of implementation. These purposes are asfollows.

o] Determine ISPAN's effectiveness to dete;

o] Assess the continuing vdidity and relevance of ISPAN;

o] Assess the effects of external and unanticipated actions and events,

o] Assess the extent the contractor has fulfilled the scope of work; and

o] Determine the advisability of extending the current technical contract.

The procedures for the evauation included:

o] Team building, establishing assgnments and planning the evauation process,

o] Data collection by Mission ste vigts, interviews, document and financid statement
review and questionnaires;

o] Data tabulation, anays's, interpretation, synthesis of concepts and consensus on
conclusions, recommendations and lessons learned; and

o] Drafting, editing, review of document, findizing the report and debriefing on the findings
and results with appropriate officids.
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B. Condudons

The conclusions of this evaduation directly follow the five purposes of the evaduation ated in the

o] | SPAN is an effective water resourcesand irrigation support project.

o] ISPAN isavalid support toirrigation projectsand isincreasingly relevant to
the water resour ces and environmental needs of Missions.

o] | SPAN isresponsive to the needs of Missionsin the management of their
irrigation, water resour ces and water-related environmental portfolios despite
the reduction of corefunds.

o] The contractor iseffective and timely, but islacking in some important
management aspectsincluding Technical Support Center (T SC) organization,
work planning, reporting results, answering communications from abroad,
support for personnel abroad, developing a management information system,
and digtribution of reports.

0] Itisintheinterest of A.l.D. to extend the contract to the Project Paper (PP)
PACD.

C. Recommendaions

The conclusions lead to the following recommendations which are presented in three categories:
globa, adminigrative and technicdl.

1. Globd recommendations,

o] Extend the ISPAN contract with the current contractor to the origina PP
determined PACD.

o] Increase core funding for the TSC to finish lessons learned, address regiona
issues and trends, farmer irrigation participation, turnover of portions of
irrigation systems and irrigation system privatization applied sudies and use of
the Senior Advisory Group of Experts (SAGES);

o] Raise the spending ceiling to reflect the entire cost of the Eastern Waters

Initiative and the Water Resources Strategy devel opment, which were not part
of theinitid scope or budget;
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Fund the TSC core gtaff to avoid work on other projects for their parent firms
to cover sdary shortfals

Develop the Project Identification Document (PID) or concept paper for a
future water resources follow-on support project to the current project for the
AsaBureau, the Near East Bureau and/or the Bureau of Science and
Technology (S&T); and

Change the name from ISPAN to the Water Resources Support Project
(WRSP) to reflect the current redlity of broadened activities and provide for
future demands.

Adminigrative recommendations

Change the TSC organizationd structure to one project director and hire an
adminigrative manager;

Establish a Policies and Procedures Manua for TSC operations,
Improve the MIS by ingtaling project management software;

Develop an effective fax log, tracking and progress reply system for
communications from the field saff and Missons,

Enhance management the of fiedd team in Dhakawith more TDY adminidrative
assigtance for the duration of the FAP supporting studies, and

Expand scope and breadth of the consultant roster to reflect the needs of
environmental studies and water resources management and planning and make
it user friendly.

Technicd recommendations,

Add awater resources economist to the TSC core staff to supply capability
and capacity to conduct water resources, economic and policy andysis,

Reactivate an enhanced version of the SAGES as the brain trust of the TSC to
guide the development of lessons learned component of the original PP design;

Market the successful workshop facilitation component in the context of the
broader scope of water resources management;



Pursue an expangion from irrigation support to broader water resources and
environmenta support;

Continue irrigation support through those Missions and countries which have
mgor irrigation systems and developing irrigation needs;

Emphasize irrigation management enhancement in collaboration with other
agency and internationa devel opment bank financed rehabilitation and
improvement projects through cost-sharing arrangements;

Broaden the distribution of publications to more Asan and Near Eastern
libraries and agencies as wdl asto American land grant university libraries,

Egablish a newdetter to review |SPAN activities and to share results and
lessons learned;

Conduct biennia regional workshops on water resources and water related
environmenta concerns, issues and |SPAN results and findings from the
Missons, and

Announce the broadened scope of the project and the name change in awidely
distributed new brochure.



I. PURPOSE OF THE EVALUATION

The ISPAN Project was evauated in the context of evolving needs and strategiesin A.l1.D.
This report, therefore, examines the project by looking at irrigation support within A.1.D.'s move to give
greater emphasisto water as a naturd resource. This new emphasis considers water with respect to its
many non-agricultural uses as wdl as its continued importance in the production of food and fiber. The
leadership of the newly structured Asia Bureau and Near East Bureau strongly supports the emphasis
on water resources management in each region. Moreover, Deputy Adminisirators in both bureaus
noted the growing politica significance of water resourcesin the Near Eastern and Asian regions.
ISPAN has evolved as a project within this broad context and has responded to the changing
environmenta and politica emphases by adjudting its activity portfolio in technicd assstance (TA),
training and technology transfer (TTT) and gpplied studies (AS).

This evduation congsts of seven sections.
o] Purpose of the Evauation
o] Background of the Project

o] Team Composition, Respongbilities and Study Methods

o] ISPAN Project Performance and Accomplishments
o] Conclusons

o] Recommendations

o] Lessons Learned

The evduation SOW (provided in Annex 1) defines five purposes for this evauation:
o] Determine ISPAN effectiveness to date;

o] Assess the continuing vdidity and relevance of ISPAN,;

o] Assess the effects of external and unanticipated actions and events,

0] Assess the extent the contractor has fulfilled the scope of work; and

o] Determine the advisahility of extending the current contract.






I1. BACKGROUND OF THE PROJECT

ISPAN was designed as an Asia Near East (ANE) Bureau, follow-on to the Water
Management Synthesis | and Il projects of the late 1970's and the early 1980's. It was intended to
build on the experience of the Synthesis projects and to establish a core funded center of irrigation
expertise and rapid technica service response in close proximity to A.1.D. The services offered by
ISPAN were to include 1) technica assistance (TA), 2) training and technology transfer (TTT), 3)
goplied sudies (AS) and 4) support for building capability in ANE regiond irrigation ingtitutions.

ISPAN was designed to support Missons with irrigation activities and to assist the
improvement of performance of the irrigation portfolios. These activities were to directly support ANE
Missions and were to be funded through buy-ins under criteria established to enhance complementarity
and avoid duplication of bi-laterd efforts.

The seven and a half year project was gpproved by A.1.D. on September 16, 1986. In August
1987, A.1.D. contracted with Camp, Dresser and McKee International Inc. (CDM) as the lead firmin
aconsortium of 8 firms and universities to implement the project. The contract had an initia spending
caling of $15.1 million for five years with core and buy-in funding nearly equdly divided. If thefirg five
year period were completed satisfactorily, an option period of two and a haf years with a spending limit
of an additiona $7.9 million would be implemented to complete the project.

The ISPAN scope expanded in 1988. A mgor study was commissioned to examine the broad
context of floodsin Bangladesh. With ISPAN support, three noted experts produced the Eastern
Waters Study (EWS) in 1989. Thiswas the beginning of the A.I.D. commitment, with a number of
other countries, to support the Bangladesh Flood Action Plan (FAP). To date, $7.9 million has been
committed to the Eastern Waters Initiative (EWI) under ISPAN implementation. Asaresult of EWI,
theinitid contract period spending ceiling was raised by $5.0 million to $20.1 million in 1990.

ISPAN has embarked on 116 activities, arranged more than 480 person months of TA, TTT
and AS effort costing more than $5.2 million. 1t has completed 69 activities and currently has 39 active
projectsin 11 countriesin the ANE region.

This evauation takes the place of the two previoudy scheduled eva uations which were not
undertaken for lack of Bureau funds. The evaluation design, defined in the Project Paper (PP) was
related to delivery of services. "If the services delivered were of ahigh quaity, appropriate level and
timely, then any performance improvements in irrigation observed in the project affected areas or
irrigation systemswould be at least partidly attributable to the ISPAN project”.






I1l. TEAM COMPOSITION, RESPONSIBILITIESAND STUDY METHODS

The four person ISPAN evauation team was comprised of a\Water Resources
Panner/Manager/Team Leader, a Human Resources Specidist, a Sociologist and a Project
Manager/Financial Andyst. The Water Resources Team Leader was responsible for managing team
activities and for production of the final team report. He was respongible for the review of planning and
management of 1ISPAN by the contractor and A.I.D. and the effect of changing funding scenarios on
the overal management of ISPAN. The Human Resources Specidist focused on determining the
effectiveness and impact of the numerous workshops carried out under the project. He aso focused on
the issues of training, newdetter establishment, and dissemination of information. The Sociologist was
responsible for defining the impact of 1ISPAN activitiesin the concerned countries including the gpplied
studies program, distribution of research results and determination of lessons learned. The Project
Manager/Financid Andyst andyzed the effectiveness of the ISPAN team in responding to changing
priorities and funding scenarios, scrutinized the accounting and tracking systems, and determined the
effects of ddayed funding on the project.

The methods for evauation included:

o] Data collection by dte vigts, interviews, report review, document and financid
Satement review and questionnaires,

o] Data tabulation, analys's, and interpretation;

o] Synthesis of concepts and building consensus on conclusions, recommendations and
lessons learned,

o] Drafting, editing, review of document, finaizing the report and summary and debriefings
on the findings.

A lig of the documents reviewed is presented in Annex 2. A list of the people met or
interviewed by telephone is presented in Annex 3. The evauation team developed two questionnaires
which were sent to Missons by facamile transmisson. Thefirgt generic questionnaire (Annex 4) was
sent to al 12 Missionsthat have received ISPAN services. Eleven Missons responded. A second,
country specific workshop questionnaire (Annex 5) was customized to the type of workshop. These
questionnaires went to four Missons. Two Missons responded. The team leader attended the APRE
Conference in Colombo and the team visited Missonsin Cairo, Colombo, Dhaka and Jekarta to
interview TTT and AS participants and TA recipients. The evaluation covered the 9 week period from
September 1 to November 1, 1991.






IV.1SPAN PROJECT PERFORMANCE AND ACTIVITIES

A. |SPAN Performance and Management

ISPAN hasinitiated 116 activitiesin Regiona or Bureau activities and in 12 ANE countries
(please see Annex 6). Of thetotd 39 are active, 69 are complete, 2 are inactive and 6 were
terminated. (The explanation for terminated projectsis provided in Annex 7 and causes of ddays are
detailed in Annexes 8 and 9). ISPAN has provided 10,478 days or nearly 480 person months of
personnel and associated TA, TTT and AS services a a cost of $5,239,445 (see annex 6). These
figures are dated as of July 31, 1991 due to the lack of performance of the Management Information
System (M1S) specified in the contract.

CDM was contracted as the lead indtitution of an eight member Consortium to perform 22
gpecific tasks dl leading to the achievement of the implementation targets set out in the logica
framework of the PP (Annex 10). With the addition of the EWI and the changed funding Situetion, the
implementation targets were changed, but the 22 specific tasks remained the same. A discusson of
CDM performance on each of the 22 tasks follows accompanied by a discussion of the contractual
reporting requirements. (The contractor's perspective on the performance of these tasksaswell asa
discusson of the fulfillment of reporting requirements are provided in Annex 7). Therdings are
categorized in 5 types as very well, well, average, poorly and not performed.

1. Technica Support Center (TSC) performance

a Egablish and maintain the ISPAN TSC

The TSC was established within the time frame specified in the contract. This
was within four weeks from August 14, 1987, the effective date of the contract. All but one of the key
personnel started work in this period and office space was provided from September 11, 1987. The
TSC has been maintained ever since. The origind plan was that the TSC was to be staffed and fully
funded from core funds. With the cutback in core funds, this has not been possible. Only by using
TSC daff extensively on buy-in activities has it been possble to sustainthe TSC. Thistask was
performed very well.

b. Sdect and appoint core saff to the TSC

Key appointments to the TSC were made as follows:

o] Project Director 8/14/87
o] Program Manager (Technica) & Deputy Director 8/14/87
o] Communication Specidist 8/14/87
o] Program Support Manager 9/ 4/87



o] Secretary 10/26/87
o] Program Manager (Socid Science & Research) 11/16/87

In addition, several support posts shared with the WASH project were staffed from the project
inception date, 8/14/87.

Since the gtart of the project there have been a number of changesin personnel and
responsbilities. These replacement gppointments as well as the gaps between appointments and shared
personnel with the Water and Sanitation for Hedlth (WASH) Project are detailed in Annex 11. TSC
performed the technical staff provision task very well. The high turnover rate and the
administrative performance of the peoplein the project director post and the turnover in the
secr etary position has caused thistask to be rated as performed poorly.

C. Negotiate and prepare subcontracts

Suitable subcontracts with members of the consortium were negotiated and
signed soon after the sart of the project. Since then numerous other subcontracts have been negotiated
and prepared for services provided by other firms and individua consultants. A tota of 70
subcontracts have been signed to date.

The summary of planned and actua mgor subcontracts amounts with consortium members
indicates mgjor discrepancies for the Private Voluntary Organization (PVO) CARE, Inc., Cornell
Univergty and the Univerdty of Arizonaand the minority firm consortium member, ISTI and the
associate member, IDEC. As of September 28, 1991, the amount spent through each of the
consortium members as compared to the contracted amount is as follows:

CONSORTIUM MEMBER CONTRACTED SPENT TO

AMOUNT 9/28/91
Care, Inc. $374,942 0
Corndl University $1,385,246 $272,969
Dev. Alternatesinc.  $1,208,220 $698,080
Harza Engineering, Inc. $1,479,067 $1,031,579
IDEC no amount specified $79,881
ISTI $1,050,761 $332,443
TRG $1,123,659 $736,845
U. of Arizona $743,187 $110,562

Telephone interviews were conducted with the principa contact person of the seven mgor
subcontractors. Mogt of the entities had initid problems with the invoicing detail required and providing
approved overhead rates. The University of Arizona reports two outstanding invoices totaling nearly
$15,000 for more that 12 months. None of the subcontractors complained about routine delaysin
payment, due perhaps to their own ddlaysin invoicing. Severa interviewees reported excessive rigidity



in accounting requirements and attributed delays in having to adapt to the ISPAN requirements. Both
Cornell Universty and the University of Arizona contacts reported their strong disgppointment with
their level of participation in the project, especidly inthe AS component. This subcontracting task
performanceisrated as aver age.

d. Survey, sdect and subcontract with ingtitutionsin ANE region

Ingtitutions in the region were surveyed and evauated and two were eventually
selected for subcontracting under the Regiond Ingtitution component of the project. However when
core funding was regtricted in 1990, this program was suspended. Thistask isthereforerated as
not performed.

e Develop, maintain and update annud plans

Performance of the annua plan preparation, maintenance and updating task has
been sporadic for avariety of reasons. Firdly, the MIS, which is discussed in some detail later in this
report, did not provide the expected framework for preparing and updating the annud plan. Secondly,
the uncertainty of core funding made it difficult to know what level of funding to prepare for. Detalls of
the core funding uncertainty are provided in Annex 8. Thirdly, the shortage of core funds prevented the
assgnment of resources to the task of preparing annud plans. The result has been that formal plans
were prepared for 1988 and 1989 and for the period from June 1991 to August 1992. Thisisnot to
say that planning has not been carried out. 1n al probability more planning has been carried out
because of the vagaries of the funding than was origindly concelved in the contract. However, plans
have not been formaly prepared on aregular basis nor have they been incorporated into a constantly
updated system. Planning has been ad hoc as funding opportunities arose. Another type of uncertainty
was caused by the travel moratorium imposed due to the Persian Gulf War as documented in Annex 9.
In performing thisannual planning task, |SPAN israted as having performed poorly.

f. Deveop, maintain and update afisca and technical Management Information
Sygem

Thistask is dedt with in more detail under the MIS sub-section of Project
Performance and Accomplishments later in this report. Sufficeit to say here that the MIS as
contemplated in the Project Paper (PP), in CDM's proposal and in the contract has not been
developed. What exigsisafiscd reporting system which handlesinvoicing to AID but littleelse. This
task israted as performed poorly by | SPAN.

s} Provide technical assstance and other services

ISPAN has started 116 activities as detailed in Annex 6. These are
categorized asfollows



Technical Assstance 43
Training & Technology Trander 42
Applied Studies 20
Regiond Inditutions 3
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Thissummary ismissing the 2 TA activitieslisted asinactive, the 3 AS sudies that were
terminated and the 3TTT activities that were terminated. The ASand TTT activities were terminated
for lack of core funds as shown in Figure 1. The shortage of core fundsfor ASand TTT was most
evident in years 3 and 4 of the Project.

The following table shows a comparison of the person months of professiona technica
assistance specidists foreseen in the logical framework, (see Annex 10) in the contract for the project,
presently planned and actudly accomplished through July 31, 1991.

Person Months

Totd foreseenin the logicd framework 944

Contracted:  Badic period 5115
Option period 271.5
Total to be contracted 789

Actud: planned for 5 year current contract
Core funded 116
Misson buy-ins _837
Totd currently planned 953

Actud: executed in four years
Core funded 108
Mission buy-ins 368
Totd actudly executed 476

With the szesble Mission buy-ins, particularly for the EWI, ISPAN will exceed the person
month targets of the PP in the current basic contract. In fact the person month utilization in the four
years to date are only 35.5 person months short of the contracted levels of the basic period. This
represents the basis for raising the spending ceiling to account for the unforseen water resources
activities that have been addressed by 1SPAN.

A further detailed assessment of ISPAN performance to date versus the logicd framework is
provided in Annex 12 as an annotated logica framework. Narrative satements, objectively verifiable
indicators, means of verification and assumptions of the project gods, purposes, outputs and inputs are
addressed in brief assessments of the current status of the ISPAN Project. 1SPAN israted as
having performed thistechnical servicestask very well.

h. Provide specidigs

For each activity ISPAN has 1) established the scope of work, 2) identified
team members, 3) negotiated levels of effort with consortium members and individua consultants, 4)

1



prepared and briefed the team aither at the TSC, in the field, or in both locations, 5) monitored field
work, 6) held debriefingsfor A.1.D. and TSC personnd, 7)
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Figure 1. Bureau Funding of ISPAN
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reviewed and edited the find report and 8) distributed the reports. With afew notable exceptions, the
project has generdly met implementation schedules often under tight deadlines and with little advance
notice. Response time of arandom sample of short term project efforts has been addressed. The
results as presented in Annex 13 indicate a generdly short response time in initiating activities. The
completion of activities was not sysematicdly investigated due to lack of performance of the MIS.

In afew isolated cases, specidists have not performed up to expectations, however the failure
rate has been less than 1% in terms of total person months provided by ISPAN. These shortcomings
have sometimes not been whally attributable to the specidist. In some cases the problems arose in
recruitment and sdlection of the specidists. Two of fourteen evauation team members were criticized in
Egypt as was a sector assessment team. [n addition, the ISPAN evaluation team received scientific and
management criticisms of two of the long term personnel assigned to the EWI. With these few
exceptions, ISPAN performed the specialist provision task very well.

i. Edablish and maintain arogter of technica personnedl

A "Progress’ relationa database was developed in February 1987 and dataon
160 expertswas included. The ISPAN Project Officer (PO) at the time asked that the information be
made available in computer form to the missons. However, the hardware and software used for the
database were incompatible with those available at Missons, so asmplified database usng Lotus
software was prepared at the request of the PO. Unfortunately, when the results were delivered, the
PO decided that they were unsuitable and ultimately nothing was sent to the missons.

The roster on the "Progress’ database is currently being updated. However the utility of this
exercise is questionable since the rogter is not normally used in the process of sdecting personnd to
daff activities. Instead of using the database, the persona knowledge or "old boy" network seemsto
be the preferred method. Limitations of the database in making S multaneous searches on multiple
characterigtics of potentia consultants has been stated by the TSC staff. The frequency and duration of
utilization of TSC core gaff, consortium member personnd and outside consultants has been
investigated. The wide dispersion of personnd utilized and low frequency of persons used in repesat
assignments indicates awide use of many experts. A smal number of individuds are gpparently used
repeatedly by the TSC, for excellent performance reasons. Thistask of developing and using a
computerized data basefor the expert roster israted as performed poorly by the contractor.

. Provide briefings on ISPAN

The AID Project Officer (PO) is briefed at least weekly on ISPAN activities.
In addition, briefings of other AID officids and guests are provided as needed or requested. The
ISPAN Evauation Team received a detailed briefing that was accompanied by the ISPAN Briefing
Paperin Annex 7. Thistask isperformed very well.

k. Brief and debrief specidists
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Specidigs are normdly briefed in the ISPAN offices before departure to the
fidd for an assgnment using the Team Planning Meeting (TPM) modd developed by the Water and
Sanitation for Hedlth Project (WASH). In some cases these briefings are repeated or entirely
completed in the field to dlow for participation of loca experts who are part of the teams. Debriefings
aredso caried out inasmilar way. Thistask isperformed very well.

l. Provide travel arrangements

TSC personnd have made travel arrangements and provided more than 440
arlinetickets for contractor, subcontractor and consultant personnd. The arrangements made and
service provided to travelers have been opportune, complete, and efficient. Thistask is performed
very well.

m. Provide per diem advances

CDM provides advancesto dl ISPAN Project travelers in an amount
equivalent to 85% of estimated per diem and other costs. It aso settles any balances owed promptly
after the return of personnd and their submission of expense reports. Thistask isperformed very
well.

n. Provide support for consultants and contractor/subcontractor personne whilein
the TSC

Support is provided as needed, however there have been few instancesin
which such personnel have worked inthe TSC. Thistask has been performed very well.

0. Provide detailed coordination and facilitation for technical assstance

The TSC gaff have not spent as much time at the TSC as envisioned. Frequent
absences from the TSC on ISPAN and other assgnments to cover gapsin their sdary coverage have
definitely hindered the effectiveness of the TSC. The day-to-day coordination and facilitation of
technica assistance to the field has been hindered by reported poor communication. The long term
personnd in Dhakaand USAID Mission personne in severd countries report difficultly in getting
responses from the TSC to fax requests. In one notable case ateam of consultants arrived in a country
without natifying the Misson or gaining Misson clearance. Due to these types of episodes and
examples, the management of day-to-day technica assistance, training, technology transfer and gpplied
studies activities has been srongly criticized. Thistask has been performed in an average
manner.
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p. Develop and maintain country boxes

Country boxes have been established for 17 countries athough because of
funding restrictions, they have not been developed to the extent envisioned in the project design.
Specidigts are provided with selected itemsin the boxes as needed before departure on project travel.
Investigation of a sample of country boxes provides the impresson of aminima effort. Debriefings of
TSC daff and consultants, collection of more recent information on the country from recent travelers
and requests from cultura affairs officers of embassies and consulates in the Washington, D.C. area
could significantly improve these country boxes as tools to prepare consultants. Thistask has been
performed in an average manner.

Q. Provide accounting and time reporting for al personnd and expenses

The MIS currently collectsinformation on dl time and expenses for personnd
assigned to the project and for expenses of the project as the information is received from each
member of the Consortium. For CDM the information is input into the system weekly and is kept
current. For other consortium members information is at least one month behind and in some cases as
much as three months behind. Since the system makes no provision for accruas or for commitment
accounting, the information it provides for management purposesis not much use. Surprisingly, little
effort seemsto have been made to use the system's cgpability to account for al Consortium members
time and expenses or dternatively to obtain information from them on amoretimely bass The
"Edimated Cogt at Completion™ system was gpparently never systematicaly used. The MIS system
provides avariety of reports which, if the input of data were more complete, would provide useful
information for fiscal and other managers. For more information and comments on the MIS the reeder
should refer to the specific section on the system later in this report under the MIS subsection of
Project Performance and Accomplishments. Thistask is ill performed poorly.

r. Provide billing or invoicing of project expenditures

Initidly, when there were problems with the MIS, invoicing was late and
incomplete. Now that the system is a least performing itsfiscal functions properly, invoices are
prepared and delivered according to AID's requirements and with the necessary detail and
documentation. A sampleinvoiceis provided in Annex 14. Thistask is performed well.

S. Provide records and information for audits and investigations

ISPAN was included in a 1988 Price Waterhouse review of regiond projects
requested by the ANE Bureau. A number of recommendations were made for improvement and
correction of ISPAN'srecords. CDM reportsthat it has for the most part put these improvements and
correctionsinto effect. Future audits and reviews will indicate whether records are kept properly.
Thistask has been performed well.
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t. Egablish on-line telecommunication links with the A.1.D. Project Officer

Hardware and software problems in establishing a telecommunications link
between the PO and the MIS were never satisfactorily resolved. Asaresult the link to the MIS has
never worked. Now the MISis no longer on the ISPAN office network. The PO does have access to
the network for accessng document files. Thistask has not been performed.

U Provide or procure equipment

Equipment costing more than $150,000 has been provided. Thisincluded
office furniture and equipment, persond computers, including lgptop modds for field teams,
photocopiers, fax machines, etc. In addition, field offices associated with the EWI have been
equipped. Some reported delays have occurred in delivery of the Geographic Information System
(GIS) equipment to Dhaka. Nevertheless, thistask has been performed well.

V. Devdop cooperating country and third country nationa's capability

Mog fied teeamsinclude local experts and there is one instance of athird
country national leading an evaluation assgnment. However, the roster, discussed above, does not
contain nationdity information o, if it were to be used for sdecting saff, it would not hdp in satisfying
this requirement. Thistask has been performed well.

W. Reporting requirements

The contract for the ISPAN Project specifies certain reporting requirements.
Some of these have not been met, sometimes because of funding shortfals and sometimes because of
other factors. These are discussed below:

o] The MIS, which is discussed in severd other parts of this report, has not provided the
information or the access by the A.I.D. PO and Contracting Officer which the contract
envisoned.

o] Some of the quarterly progress and annual reports have not been produced.

o] The project brochure was produced in the Spring of 1988 rather than within 60 days of
the effective date of the contract - August 14, 1987.

o] All TSC professond core staff, who leave the project, are required to prepare afina
report. Thefirst project director, who was terminated, has not submitted his report.

Thistask of reporting has been performed in an average manner.
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Of the 23 tasks, seven were performed very well, four were rated as performed well, five were
performed in an average manner, five were performed poorly and two were not performed.

Thetwenty threetasks can bereferred to asroutine project and office management.
These routine management tasks should all be performed well or very well.

The following Sx subsections cover the topics of timeliness, qudity of personnd, qudity of
performance, quaity of reports and newdetters, MIS, and TSC organization and communications.

2. Timeliness of ISPAN responses

In the mgority of reports from the field, the work of the ISPAN team was deemed to
be timdy in delivery of services. Mitigating circumstances were often cited by the TSC as the reason
for delaysin actions. The most common factor in 1990 was the lack of core funding (see Annex 8). In
early to mid-1991, the modal cause was the interference of the Persan Gulf War (see Annex 9).

The AS activities, of which sx have been completed and three are in progress, has received the
greatest number of complaints for lack of timeliness. The reasons offered by one Misson for ddaysin
the performance of one AS were the over-commitment of TSC core staff and difficulties associated
with the TSC attempt to manage consultants, contractors and personnel across global distances. Other
more pertinent factors were the ingppropriate design methods of data collection, the unredigtic
timetable of the study and a contractor that was unable to manage the sudy. The delegation of
responsibilitiesto local professionalsin a firm that was selected by the Mission solely on the
basis of cost rather than capability had arolein the delay of one critical project report by one
year. Activeinvolvement through frequent visitsto the site by the AS program manager
saved the resear ch activity and resulted in an excellent report.

Thetimely response of the TSC in initiating project activities has been documented through a
manud survey of the files (see Annex 13). The completion of project activities according to the target
date of completion deserves attention. This project completion information is not available due to the
lack of an effective MIS. Direct pro-active involvement of the activity manager with suitable
time and cost tracking tools and salary cover age from cor e funding may bring activitiesto a
morerapid and successful conclusion.

3. Quadlity of ISPAN technica personnd

ISPAN employs personnd in three categories:
o] Full time staff who work for the TSC in Arlington, Virginig;

o] Consultants who work on temporary duty assgnments (TDY') in the United States or
abroad; and
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o] Long term expatriate aff and host country nationd staff employed in Bangladesh and
long term host country nationdsin Sri Lanka.

Evauation team members met with dl of the TSC daff, dl of the expatriatesin Dhaka and most
of the host country nationa staff in Dhaka and Colombo. The team aso met severa consultants who
wereon TDY in Dhaka and Jekarta. The team aso carefully reviewed the roster of technica personnel
avallable for consultancies and the job descriptions and resumes of the TSC gaff in Arlington.

A lig of all personnd who have worked with ISPAN TSC isprovided in Annex 11. The
review of these personnd recordsindicates that | SPAN has had three project directorsand an
acting director in afour year period. Thishigh turnover isareflection of both the project and
the peopleinvolved. Thisturnover hasresulted in ineffective project administrative
leader ship and management in ISPAN. It must be stated that the technical direction of
I SPAN has not had excessive turnover and has had excellent direction.

A review of the resumes and job descriptions for the four core professonas indicates that the
training and experience of TSC gtaff are well matched to their current positions (see resumes and job
descriptions for TSC positionsin Annex 15). Professiond technica staff hold appropriate graduate
degrees and the program managers have extensve internationd experience in irrigation and water
resources development. Program managers display a high level of professondism and are generdly
well regarded by Mission ADOs, host country professionass, and other consumers of ISPAN services.
The technicd daff are supported by aFinancid and Adminidrative (F&A) professona staff consgsting
of a office manager, financia officer, executive secretary. This F& A staff is supported part time by
employees of the adjacent WASH Project, which isaso led by CDM. The F& A dtaff was assessed as
very good, cgpable and industrious. The administrative management of the project was lacking
sufficient input to successfully cover the 22 tasks described earlier.

Consultants fielded by ISPAN have been favorably reviewed by the Missions and host country
counterparts. With only few exceptions, the TDY consultants have been perceived aswell
suited to their assgnment and to have performed well in thefield. Several of the consultants
who are called on frequently by | SPAN have outstanding international reputations.

The method by which consultants are salected was of concern to the evauation team. One of
the origind functions of the MIS was to provide a computer database consultant roster of personnd by
which background, academic training, technicd skills, country, and language experience could be
matched to a specific project activity. This partia (160 of 500 namesin the paper files) computer
database was established early in the project and is till not used by activity managers. It is currently
being updated. At present, the TSC staff hasa paper file of about 500 consultants, but the
activity manager s sill usetheir own network of contactsto recruit consultants. A review of
frequency and duration of all consultantsused in thefirst four years of the Project revealed
that a large number and a broad spectrum of individuals are utilized by ISPAN. Mogt of the
consultantsareindividualsor are from agencies outside the eight member consortium.
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4. Quadlity of ISPAN performance

Interviews in the fied have generdly indicated a very good to excellent output and
performance of the ISPAN consultants and teams. This includes the ISPAN core gaff from the TSC,
aswdll as, the consultants fielded by the TSC.

People who have worked with ISPAN cor e staff and | SPAN consultantsin thefield
activities havereported very good to extraordinary outputs. There have been three consultant
exceptionsto this. An ISPAN report on the Flood Action Plan (FAP) Environmental Workshop in
Dhaka was deemed inadequate by the Mission. Two components of an IMS evaluation in Egypt were
questioned. Thetraining portion had to be rewritten by the team leaders and a second hydraulic
modding team had to be hired to reassess that portion of the evduation. An energy and irrigation study
in Egypt was rejected and no further action was taken. These cases are from one smdl activity and
two small components of two much larger activities. The frequency of disappointing resultsisless
than 1 percent. 1SPAN has performed in an exceptional manner in thefirst four years of the
Project.

5. Quadlity of ISPAN reports and newd etters

As part of the evduation, the team reviewed numerous technica reports, workshop
reports, evauation studies, progress reports, work plans, strategy papers, handbooks, monographs and
related documents produced by ISPAN. Severd, such asthe Eastern Waters Study, the A.1.D. Water
Resources Strategy Draft, and the Sederhana Privatization and Sustainability Study, were examined in
detal. With only a few exceptions, the quality of published material generated by the ISPAN
Project has been high. The Eastern Waters Study, the North East Small Scale Irrigation
Project (NESSI) and the Seder hana studies have been outstanding. The digtribution of this
published materia has been circumscribed by inadequate core funding. Too few documents have been
produced which have broad regiona significance or address lessons learned. Y et the overall technica
report quaity has been high both in content and in support of Missoniirrigation portfolios (see Annex
16 for alisting of numbered ISPAN publications).

At itsinception there was an aborted effort by 1ISPAN to establish and distribute a newdetter.
An issue was written, distributed and reviewed. 1t was described succinctly by an ADO as "too long
and too short”. Shortly theresfter, ISPAN started making regular contributions to the ANE/TR/ARD's
Networking ARDO's in Asaand the Near East, a house organ of USAID. This continued until late
1990. Since that time there has been no effort on the part of ISPAN to find an aternative voice for its
generd activities.

In February 1991 ISPAN initiated aweekly EWI Newdetter which has continued to the
present. It iscirculated to more than 50 engineers, administrators, consultants and others with EWI
interest. A sample of the EWI Newdetter isprovided in Annex 17. Thisnewdetter iswell done
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and iswell received among the recipients.

ISPAN does not regularly provide the USAID library with copies of any of itsreports. To
date, the Library has but 12 ISPAN publications, while ISPAN has generated more than 110 reports
and publications. Given that the USAID library ison the ground floor in an adjacent building,
delivery of copiesof their reportsto thelibrary would not require much effort. When queried
about this deficiency, the mailing was verified to have occurred to an incorrect address.

6. Management Information System

This section is comprised of four topics dedling with the Management Information
System (MIS). These include the proposed activities, the actua performance and adjustments, the
current Stuation and the capabilities in project and financid managemen.

a Proposed activities

The PP and Request for Proposals (RFP) specified an ambitious MIS which, in
addition to collecting budget, expenditure and other fiscal data for the project, would aso provide
information on agricultura production, farm incomes, income digtribution, Missons performance and
services provided by regiona support organizations.

CDM's proposa for the ISPAN project involved two separate systems to provide the
information required from the MIS. Thefirgt, building on their experience under the WASH project,
was afisca information system to be developed by the CDM in-house software devel opment group.
The second was to be an "Experience Database" which would be used to provide dl the information
not covered by the fiscal system. At the start of the project CDM proposed that the devel opment of
the "Experience Database" be the subject of an applied study. Thiswas not accepted by A.1.D.'s PO.
The Progress Consultant Roster was ultimately prepared using CDM funding. At present it contains
160 of the 500 resumesin the paper file.

Thereafter, work was concentrated on development of the fiscal MIS. However, the following
events and problems caused considerable delays and resulted in the MIS not providing the information
needed:

o] Expectations and requirements of certain individuals were overly ambitious;

o] Personne assigned to the work did not perform as expected;

o] Users requirements were not clearly stated or understood; and



o] There was incompatibility between the M1S application software (Progress) and the
network software and hardware.

b. Actua performance and adjustments

From the start of the project, in August 1987 and throughout 1988, project
invoicing was frequently late and activity managers could not obtain the information they needed and
were not able to use the system to manage their activities. Asaresult, CDM decided to bring in
outside consultants to resolve the problems. Hanson-Smith, Ltd. was contracted.

Hanson - Smith concentrated on working closaly with al users of the system to ensure that their
needs were clearly understood and considered in the re-design of the system. Work on the re-design
was completed in February 1989 and meetings were held with al interested parties to ensure that the
proposals were acceptable. A six week period was alowed for comments, but none were received
and the changes were implemented.

At that stage the M1S was gpparently performing as needed, dthough it was a very much
reduced system in terms of scope and outputs. However, as early asthe end of August 1989 the
A.I1.D. PO was reportedly dissatisfied with the way the system was performing. The system was
often " down" and did not provide accessto data. M orerecently, the system seemsto be
limited to generating the monthly billingsto A.I.D. and as a sour ce of expense data for a
variety of ad hoc activity management systems. Two samples of inadequate project time tracking
outputs of the MIS are provided in Annex 18. A sample of the adequate financia M1S based reports
including a higtory of contract amendments s provided in asample quarterly invoicing Satement in
Annex 14. The contrast in detall and utility demondirated in these two Annexes reveds the limited time
tracking capability of the MIS to date.

C. Current Stuation

Information is now being gathered with a view to updating the exigting system.
Plans are well advanced for obtaining a Maclntosh computer and "MacProject” software to augment
the MISin tracking and scheduling, accounting for level of effort and "Estimated Cost & Completion.”
These new components of the MIS will be immediately implemented in the EWI activity and gradudly
introduced to other activities.

Considerable effort has gone into developing the present MIS. In addition, CDM has
spent much of its own funds and assigned its support personnd to develop the system.
Despitethis, the present MISisnot an adequate project management tool and isfar from
what was envisoned in the PP and contract.

One of the primary problems with cost information generated by the MISis that cost data are
obtained from many different sources, many of which lag by severd months. The Hanson - Smith
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solution to this problem was to maintain "Estimated Cost at Completion” data asthe principa data
element for budget control and planning purposes. This requires that activity managers congtantly
update this information as they authorize and incur expenditures. Unfortunately this has not been done.
Cost data from consortium members and other subcontractors are often severd monthslate. In
addition, with the EWI, which was not contemplated when the M1S was devel oped, oversess offices
are respongble for substantial expenditures which are only reported when imprest account
reimbursements are received in the TSC.  Insufficient effort has apparently been made to work with
subcontractors and oversess offices to establish rigid timetables for ddivery of invoices and imprest
reports. Theresult isthat neither the MIS cost data nor the " Estimated Cost at Completion”
data provides useful information for activity and project management pur poses.

d. Project and financid management

The financia management of the project has suffered from two mgor impedi-
ments. the failure of the MIS to provide much more than historica expenditure data and the uncertainty
and inconsistlency of core funding.

The goalsof the MIS, in terms of country and Mission data, wer e unduly ambitious
and probably morethan could be expected from a project. However, the needs and expectations
from the MIS on the fiscal aspects of the project were by no means onerous. In fact, because of the
consortium approach to the project, a sophisticated system for reporting and projecting expendituresis
indigoensable to the effective financid management of the project. Many of the dements of such a
system are gpparently incorporated into the MIS asit now exists. However, the system is not being
used in the ways it was designed to be. Specifically lacking are:

o] The direct input of time and other data for subcontractors personndl; and
o] The maintenance of "Estimated Cost at Completion” data for each activity.

In addition, insufficient effort ssems to be made to get dl relevant expense datainto the system
at the end of each month. A rigorous timetable for gathering and entering deta at the end of each month
from subcontractors, consultants, suppliers, and field offices would enhance the provision of up-to-date
expense datawhich could be used by activity managers and others in controlling budgets and making
plans and projections for the future.

Thefinancial arealacksoverall direction. Thereare many playersinvolved, but no
one person, other than the Project Director (PD), who isnot afinancial person, isresponsible
for the performance of the MIS or theinformation generated. The Financid Administrator,
Office Manager and Administrative Manager al apparently perform their repective responsibilities for
different aspects of the MIS efficiently and effectively, but none of them is responsible for the total
picture.

24



Activity managers are called upon to prepar e budget projectionsfor their respective
activitiesusing a variety of spreadsheets which they have developed and which use
expenditure data from the M1S. Asdiscussed earlier, thisMIS-based information isincom-
plete and istherefore not a useful departure point. Stronger leader ship in thefinancial area
would increase the quality of data activity managers have to work with to update and prepare
budgets and projections.

7. Technica Support Center (TSC) organization

ISPAN's smdl number of technica saff (4 people for five technica postions) dlowsit
to function as an informa team with no direct chain of command asin the organizationd chart of Figure
2. Eachindividud coversfor and supports the other during field visits, times of excessve work loads
or when they must return to a project of their parent firm to assure complete sdlary coverage. Such an
organization can be highly effective, achieving through dose informa communications, what many
organizations with forma channds of communication, job descriptions and organization charts cannot.
Therisk of thistype of organization is that with no clear areas of accountability and with no oneto
perform the manageria functions of making work assgnments and monitoring performance, the cracks
through which tasks may dip become rather wide. This appearsto be the case with the ISPAN TSC.

Interviews reveded that thereislittle supervisory follow-up on tasks. This accounts for the
repested complaints heard from Missions and contractors in the field that "I SPAN can be ablack hole
for communications'. In Bangladesh and Sri Lanka, where ISPAN has significant activities and long
term staff working, there were numerous complaints that faxes go unanswered. Examples were cited of
requests for information that had been sent, with follow-up inquiries not responded to. In severd
instances, respondents stated that courtesy messages, partid responses or "the problem isbeing
addressed” message would be helpful, but are not received. Thisisa serious problem and it stems
in part from the informal non-supervisory nature of the ISPAN TSC team. Whilethe
professionals state that they cover for each other, responsesto activity specific faxes do not
support this. With the extensive travel required of the activity managers, the problem of
| SPAN being a" black hole" has grown and become more serious.

An omission that has contributed to the problem of unanswered communicationsisthe
lack of any written policies or procedures. Again, the small number of the staff and the close
collegial atmosphere in which they work has apparently obviated the need for extensive
written guidelines. However, this absence of written directionsinhibitsthe support staff's
ability to provide responses themselves or to forward requeststo travelling activity managers.

The A.1.D. PO communicates directly with each team member asrequired. Thisis efficient and
the absence of excessve bureaucracy iscommendable. The problem arises when the question of
responsbility israised. No one hasthetotal pictureor isaccountable for what isgoing on at
ISPAN. If communicationsaredirect between the A.1.D. PO and an activity manager, then
thereisno onewho isaware of all of the problems, actions and results.
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When asked how ISPAN was organized after the decisions reached in the 1991 ISPAN Labor
Day Retreat, two TSC professionas drew two very different organizationa charts for ISPAN, but both
show ISPAN having two Directors of essentidly equivdent satus. One might ask why a project
that hasonly four technical professonalsin the TSC and that pridesitself on not needing
formal structure or supervision requirestwo people with thetitle of Director. The addition of a
second position with the title of Director gppearsto be excessve. Theresult isaStuation in which the
two directors are responsible to each other on different topics. This can become a problem when
questions of accountability arise. At present no oneis solely accountable for the operation of ISPAN.
Having two directors, rather than clarifying the roles and establishing accountability, promises only to
make matters worse.

An effective and respons ve organization operates with a minimum of red tape and with asfree
aflow of information asis possble. Free-flowing communication includes the assgnment of
tasksand reporting on how they are carried out. In thisareal SPAN has not performed well.
Communications from the field to the home office ar e sometimes not responded to. An
effective or ganization, particularly one as small as| SPAN, needs a person who knowswhat is
going on internally, can speak for the organization, and isaccountable for the organization's
performance. The bifurcated leader ship does not meet thiscriterion. A recommended
dterndtive organization isin Figure 3.

ISPAN should have a Director with the technica and adminigrative skills required by an
organization thet is entering the fild of water resources. She would be assisted by afull time
adminigrative manager, who would have overdl responghility for accounting, personnd, office
management, budgeting, and inter-office communications and contract adminidiration. The program
managers would be accountable to the ISPAN Director who would in turn be accountable for the
project's performance. Responshbility for tracking communications between the TSC and the field
would remain with the administrative manager, but each program manager would be accountable for the
communicationsin his’her respective area.

An economist should be hired as an additiona staff professiona to work on water resources
planning and management, and to complement the exigting professond skills. This person should have
aspecific technica area of respongbility in policy andys's and water resources strategy devel opment.
She would aso serve to support dl three technica aress.

For thisnew structureto work, there must be a fundamental change in the attitudes of
the current staff. The collegial and informal atmospher e and approach to their work should be
maintained. However, thereisafundamental need to establish a structure through which
communications flow, responsibilities ar e assigned, work is monitored, and individuals are
given the opportunity to account for the work they have done.
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Figure2: Current ISPAN TSC Organization

Fgure 3. Proposed ISPAN TSC Organization
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B. |SPAN Project Outputs

1. Technicd assgtance, evauations, designs and re-designs and irrigation sector
assessments

TA provided by ISPAN isin four forms as shown in Annex 6: irrigation TA, project
evauations (PE), project designs and redesigns (PD&R) and irrigation sector assessments (I1SA).
These categories of TA are addressed in the following sections:

a Technica assgance

TA, according to the activity list of ISPAN (Annex 6), was concentrated in
Bangladesh with 2,728 person days used and $632,884 expended by July 31, 1991. The resources
have been focused on flood control, the water sector and supporting activitiesin agriculture.

Magor current TA activities (72% of the TA to date) have been concentrated in the EWI to
assist the Government of Bangladesh (GOB). Three long term expatriates provided by ISPAN
comprise the primary leadership for four of the Flood Action Plan (FAP) supporting studiesin
Bangladesh.

In response to the floods of 1988 in Bangladesh, the US Congress requested that A.1.D.
commission a study which would formulate an gppropriate set of recommendations for flood
prevention, control and relief. A.1.D. contracted this activity through ISPAN which recruited three
eminent consultants to conduct the study in the Ganges and Brahmaputra River Basins. The consultants
produced the Eastern Waters Study (EWS) in April 1989. EW S has a non-traditional multi-
disciplinary outlook and an insightful set of findings and recommendations. The EWS
recommendations, which are contrary to the traditional, mono-disciplinary and costly
structural interventionsfor flood control, serve asa guide for USforeign assistance.

The EWI has a budget (partialy TA and the remainder management) to date of $7.474 million.
EWI, which grew out of the EWS and the G-7 mesting in London in 1989, is an effort to provide
A.l.D. with ameans of addressing flooding in Bangladesh. Although I SPAN wasiinitially conceived
asan irrigation support project, by virtue of its capacity to quickly mobilize expertsin water
resour ces, it became the contractual mechanism for EWI. Thisis currently ISPAN's single largest
activity.

The objectives of the Eastern Waters Initiative are to:
o] Provide ateam to conceptudize, plan, implement and manage the EWI Program,

o] Develop the EWI Program cooperatively with the regiona governments own activities
in the Ganges and Brahmaputra River Badns,

29



o

(0]

Provide amechanism for A.1.D. to implement its policy initiatives for water and

agricultural development in the region; and

Ensure continued communication and cooperation with the World Bank and other
multilateral and bilatera donors working in the EWI region.

The EWI program manager in the TSC oversees the Indian activity ($0.358 million), the Nepa
activity ($0.098 million) and the substantid activity in Bangladesh ($5.206 million). The primary
activities of EWI are four components of the international Flood Action Plan (FAP) for Bangladesh
which are supported by the United States: FAP 14 FHood Response Study, FAP 16 Environmental
Study, FAP 19 Geographic Information Systems and FAP 23 Flood Proofing Pilot Project. These
activities are supporting sudies in the larger FAP developed by the World Bank which conssts of a
total of 26 components.

ISPAN maintains an office in Dhaka directed by a Resident Manager and Coordinator, who
oversees the work of four FAP team leaders, consultants and host country national employees.

The following is the status of the four flood action plan activities:

(0]

FAP 14 - Hood Responseisled by aHCN socid scientist and backstopped with
TDY support from aU.S. anthropologist and a politica scientist. It involves atwo stage
research project to sudy human responses to flooding and the effects of flooding on
families, businesses and communities with an eye to extrapolaing lessons learned to
reduce future flood related losses. The first stage of the project involves afield survey
of 24 villages and dmost 2000 respondents. This mgor activity employs 48
enumerators and two full time anthropologists. The second stage will be awider sudy
based on arevised survey insrument. One reason this FAP isbehind scheduleis
dueto adeay in hiring expatriate consultants and local professonalsand a
lack of strong leadership. Data analysisisbeing carried out at the University
of Texas-Dallas causing delaysin the development of needed statistical results.
A TDY dataandys is planned for later this year in hopes of transferring the technology
for data analysisto Dhaka. With additional TDY support this FAP could be on track
and completed by August 1992.

FAP 16 - Environmentad Study is coordinated by an ecologist and involves amulti-
disciplinary study aimed at developing regionally appropriate environmental impact
guidelines for the Hood Action Plan. The team held aworkshop on environmentd
guidelinesin July 1991 with uncertain results. The workshop report was judged to be
of poor quality by USAID/Dhaka. This FAP study does not have strong support from
the Flood Plan Coordinating Organization (FPCO) under the Bangladesh Water
Development Board (BWDB), but is making progress in attuning other FAP studies to
environmenta impacts. The Director General of Environment has expr essed
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strong support for this FAP as being one which will set environmental
guidelinesfor the overall action plan aswell asthe country asawhole. This
activity ison schedule.

o] FAP 19 - Geographic Information Systems (GIS) isled by aGIS specidist. Heisdso
coordinating this FAP with existing GIS work done by the local Space and Remote
Sengng Organization to avoid duplication of effort. Aimed at establishing aGISto
serve the information needs of other FAP activities, this activity has received strong
support from other FAP contractors and the FPCO. Some delays associated with the
ariva and ingalation of equipment will have an effect on the origind timetable, but the
first two GIS projects should be completed by December 1991. This FAP shows
strong potential for sustainability within Bangladesh beyond the project
completion datein part because of local support and also because this FAP will
be supported by Mission funding to September 1993, beyond the life of the
EWI activity.

o] FAP 23 - Hood Proofing had a part time coordinator who is an engineer, based in
Singapore on another CDM project. The Bangladesh Government did not approve a
full time coordinator for this FAP. Four host country professonds saff the team which
is supported by expatriate TDY's. This activity, concerned with the many smal scae
activities undertaken by people to reduce losses associated with flooding, was behind
schedule in part because the coordinator divided histime for CDM between Dhaka and
Singapore. A FAP 23 workshop was held in Dhaka and attended by the evauation
team. It waswell organized and stimulated positive responses from participants
even though thereisa strong bias within the FPCO against " soft" or
organizational approachesto flood action planning. The ISPAN COP has recently
taken over as the coordinator of this activity and it appears to be on schedule once

again.

EWI confronts some unique difficulties. The United States portion of the overal FAP effort
emphasizes organizations, information, environments and people rather than structurd solutions to flood
contral. As such, the US effort involves the difficult task of promoting a new paradigmin an
environment dominated by a narrower civil engineering world view. EWI is performing very well under
these circumstances and the evauators particularly noted the leadership and diplomacy of the ESI
activity manager inthe TSC. These four sudies are important parts of the overal FAP and merit
continuing support from A.1.D.

EWI isadministered by ISPAN asif it werea consultancy rather than as along term overseas
project. ISPAN began as a organization primarily serving Mission, region, bureau and host country
needs through short term activities and supported only afew long term expatriate pogitions. Long term
U.S. overseas personnd in Dhaka complained of limited backstopping by the TSC, little support from
USAID/Dhaka, contracts that extend few benefits normally associated with long term postings abroad,
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dow procurement, and poor response times on fax traffic. 1t was aso evident that the leadership within
the Dhaka EWI office does not interface effectively with Bangladeshi officids nor display strong
diplomatic and promotiona skillsfor the EWI FAPs. This activity involves much more than TA and
research. The leader of the field office should be a person skilled in diplomacy, public relaions,
negotiaion and conflict management.

The field office and host country nationa counterparts commented that TDY's identified by the
TSC were good to superior and that workshop facilitation by the TSC was excellent.

EWI reflectsthe evolution of ISPAN from an irrigation support project into one
serving a larger need in water resour ces development generally. In terms of expendituresand
impact on numbers of people, it isthe sngle most important activity within | SPAN and
consider able effort must be directed to assuring that this activity reachesits objectives fully
and with the maximum possible support of the Bangladesh gover nment.

The second mgjor TA activity was conducted in India totaing 1073 person days and $658,664
in expenditures (as categorized by ISPAN in Annex 6). The TA was carried out in three categories of
work. They are:

o] Support to the Mission in New Ddhi, in management of the irrigation portfolio;
o] Support of the Madhya Pradesh Minor Irrigation Project (MPMIP); and
o] Support for the Maharashtra Minor Irrigation Project (MMIP).

A long term irrigation advisor worked in support of the Misson's Water Resources
Management and Training Project. This activity was for 298 person days and cost $141,992. This
advisor was ingrumenta in management of the MPMIP, MMIP aswell as aproject in Himacha
Pradesh. Thisisa major example of | SPAN's contribution to the improved management of a
Mission'sirrigation portfolio.

Support of the MPMIP totaled 353 days and cost $200,766. Activitiesincluded limited U.S,
engineering but mgor Philippine TA. The Filipino expert worked primarily in the area of farmer
organization for irrigation management. Thisisan excellent example of | SPAN'suse of a third
country national in atechnology not common in the United States. Thisexperiencein farmer
participation must beincluded in the lessons learned from | SPAN.

Support for the MMIP totalled 442 days and cost $300,948. The activitiesfocused on TTT in
microcomputer gpplicationsto irrigation. The long term advisor was indrumenta in introducing
microcomputers into the Irrigation Department for modelling and irrigation scheduling. A large amount
of training accompanied this technology transfer. Thisisa good exampleof TTT by ISPAN in
developing the capability of a client to utilize modern irrigation techniques.
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The USAID Missonin Indiadid not respond to the evauation team's questionnaire. The team
did not vist India. A former ADO was interviewed and reports were reviewed as input to the
evaduation. These sources provided a strong favor able impression of the quality of personnel
and their work, and the timeliness of | SPAN'sresponse to India’'sneeds. The only problem
reported was poor response by the TSC to communications from the Mission and poor
communicationsto the Mission from the TSC.

b. [rrigation project evauations

Project Evduation (PE) teams were fidlded by ISPAN in seven countries.
Questions on the PE's performance were included in the questionnaires sent to the Missions.
Respondents rated positive statements about the PE using a of scale including, strongly agree, agree,
neither agree or disagree, disagree, and strongly disagree. The responses are summarized by country
below:

o] In Egypt, an ISPAN team evaluated the IMS Project. The evaluation took 121 person
days and cost $82,862 (Annex 6). The Mission agreed that the two PE were well
staffed, and prepared and performed well. The evaluation was well received and
precipitated management improvementsto one of the major components of the
IMS Project.

o] In Indonesia, ISPAN evduated the Smal Scale Irrigation Management Project
(SSIMP). The evaluation took 141 person days and cost $90,084. The Mission
reported strong agreement that the PE was well staffed, agreed that it was well
prepared but disagreed with the statement that the PE performed well. This
evaluation caused a major reassessment of the scale and target outputs of the
project and led to major management improvements of the SSIMP Proj ect.

o] In Nepal, an ISPAN team evauated the Irrigation Management Project (IMP). This
activity took 120 person days and cost $59,151. The Mission strongly agreed that the
PE was well gaffed, and prepared and that it had performed well. The evaluation led
to the replacement of the TA contractor and to theredesign of the IMP Project.

0] In the Philippines, ISPAN evauated the Accelerated Agricultural Productivity Project.
The evaluation took 65 person days and cost $47,963. The Mission strongly agreed
that the PE was wdll staffed, and prepared and that it had performed well. The
evaluation verified that the project waswell managed and on track toward the
completion of target outputs.

o] In Sri Lanka, ISPAN evauated the Irrigation System Management Project (ISMIP).
The evaluation took 122 person days and cost $102,085. The Mission strongly agreed
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that the PE was well staffed and performed well. It agreed that the PE was well
prepared. The evaluation caused thereassignment of TA resourcesand re-
emphasized the importance of the monitoring, evaluation and feedback
component of the ISMP Project.

o] ISPAN provided three teams for three projectsin India. . The India activitiestook 185
person days and cost $135,435. The Indian Mission did not respond to the
guestionnaire, so the PE could not be evauated from that source. The long term
ISPAN advisor to the Indian Mission reported that the evaluation teams preformed
very wel. The evaluations performed by | SPAN provided mid-project
correctionsfor the three projects.

o] ISPAN provided teams for PE in two magjor projectsin Pakistan. The Pakistan
activities required 373 days and cost $255,166. The questionnaire responses werein
strong agreement with the quality of the teams, their preparedness for the task and the
qudity of the work performed. One of the evaluations precipitated major changes
in the TA leader ship and the implementation of the [ISM Project.

Theresponses of the Missions can be interpreted as saying the quality of the
evaluations wer e generally rated by Missons as good to very good. Onerecurring comment
by Mission personnel wasthat the evaluation teams sometimes did not go far enough in
evaluation to meet local and Mission expectations. Several past and present Mission
representatives expressed the wish that the evaluation teams had been tougher on some of
the projects, so that the Missonswould have had reason to in turn betougher onthe TA
contractor simplementing the contracts.

C. Project designs and redesigns

Project design and redesign (PD&R) teams worked under ISPAN
management in seven countries. In Tunisa, the three activities were for aPID design, a Specid Studies
Scope of Work and for a National Water Users Association Strategy Design al conducted for under
$20,000. In India, the design was an ISPAN Activity Investigation costing just over $8,000. In
Morocco, amgjor irrigation project was designed. The Supplementd Irrigation PP preparation activity
cogt just under $70,000. In Thailand, the NESSI Policy Workshop design activity was completed for
approximately $33,000. Thisdesign led to the European Economic Community (EEC) adopting the
NESS design and implementing a smilar irrigation intervention exceeding $200 million in magnitude. In
Egypt, asmdl activity caled Mobilizing Resources was completed for just over $2,500. A Nationd
Irrigation Administration Training Assessment design was prepared for just over $40,000. A region
EWI activity in Nepd prepared apreliminary design for studies that was later curtailed at the request of
His Mgesty's Government. The single redesign was for the Irrigation Management Project in Nepal. It
was conducted with 6 person months of TA for gpproximately $45,000. Thetotd set of 12 PD&Rs
were performed for under $200,000. Thisis considerably less than the PP forecast for 35 new
irrigation PD&Rs. These datigtics reflect the gross overestimation of design work for ISPAN.
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The PD& R activities appear to have been well executed according to the
guestionnaireresponses from Missions. TheMissionsin Tunisia, Thailand, Philippinesand
Nepal all responded in strong agreement with the quality of the team fielded and the work
completed. Only one Mission, Tunisia, agreed with the statement that design of irrigation
projectsin the country had improved as a result of ISPAN involvement. All other Missons
had no response or lacked sufficient information to make a judgement.

d. [ rrigation sector assessments

Irrigation Sector Assessments (I1SA) were conducted in only two countries. The
Egypt Energy Action Program was strongly criticized by Mission and TSC professonas. When asked
for acopy of the report, neither group could locate a copy for the team to review. The reason reported
for the poor |SA was based on the team'sinability to relate to the Egyptian counterpart's perceived
needs for the assessment. The report was apparently never published.

The only other two sector assessments were prepared in Bangladesh. The three months of
work was performed by ISPAN for just under $60,000. After submission the EWI came forth and
nothing further transpired on the sector assessments. There was no implied cause and effect
relationship between the sector assessment and the EWI. The scope of actual | SA was less than
forecast by the PP.

2. Training and technology transfer and implementation asssance

Training and technology transfer (TTT) and implementation assistance (I1A) summaries
areprovided in Annex 6. TTT hasinvolved 358 person days and cost $214,454 to date, of which
93% has been from core funds and 7% from buy-ins. 1A has totalled 840 person days at a cost of
$581,819, which was 11% from core funds and 89% from Mission buy-ins.

Workshops, sponsored by ISPAN, became an important part of the project's outputsin 1989
when afull time Human Resource Development (HRD) Specidist was added to the TSC. The
workshops (21 in number at the present time), are a buy-in product of ISPAN and have varied in type
and intent from country to country.

Workshops have been based on a project start-up workshop model devel oped by the WASH
project, which has been utilized in Egypt, Indonesia, and Pakistan. Project monitoring and review
workshops have been conducted in Egypt, Indonesia, and Sri Lanka. A project closing workshop was
conducted in Thailand. Concept development workshops have been conducted in Bangladesh. A
series of policy development workshops is currently underway in Sri Lanka



This evauation involved vigts to Egypt, Indonesia, Bangladesh, and Si Lankato assessthe
quaity and impact of the workshops. Time did not dlow in-depth interviews with participants from
each workshop. Rather, selected Chairmen, Department Directors, and staff who had participated in
the workshops were interviewed. The gpproach taken was to examine four different types of
workshops, project start-up workshops in Egypt, concept devel opment workshops in Bangladesh,
policy formulation workshopsin Si Lanka, and implementation workshopsin Indonesa. The number,
purpose and stage of completion of the workshop activities al contribute to the nature and detail of the
responses of those interviewed. For instance, the ten start-up workshops in Egypt are past and their
impact is being demonstrated in projects now underway. In Bangladesh and Sri Lanka the workshops
are now in process and their impacts will be fdt a sometimein the future. Thisresultsin adiverse
group of responses to the, more or less, slandard interview questions.

a Eaypt workshops

There were eight project start-up workshops conducted between January 1989
and June 1990 to assigt in initiating the various components of the IMS Project. The workshop topics
were:

o] Professond Development;

o] Regiond Irrigation Improvement;
0 Water Research Center,

o] Planning Studies and Moddls,

o] Preventive Maintenance;

0] Surveying and Mapping;

o] Main Sysem Management;

o] IMS Steering Committee.

From May 1990 to April, 1991 review and monitoring workshops were conducted on:
o] Structural Replacement;

o] Irrigation Improvement;

o] Main sysems Management;

o] Planning StudiesModdls,



o

Water Research Center.
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In generd, the start-up workshops shared common goal's, though there were variations
according to the needs of each project. The shared god's can be summarized as.

o] To achieve a common understanding of and agreement on the project, its objectives,
and resources,

o] To identify the roles of the participants in the project, and to generate understanding of
those roles and commitment to them;

o] To dlow the participants to get acquainted, exchange ideas and develop professional
relationships that support the implementation of the project;

o] To ar and resolve issues that may impact the project;

o] To develop drategies for achieving the project's gods,

o] To identify and develop managerid roles and procedures,
o] To develop work plans for the project.

Interviews with participants from the Government of Egypt (GOE) and USAID on the sart-up
workshops yielded the following observations.

o] The GOE and USAID were unanimous in their commendation of the quality of
the workshop facilitation. Virtudly al of those interviewed praised the ISPAN
team for the quality of work done in preparing for and conducting the
workshops. In retrospect, participants felt that the team had conducted
effective interviews and had identified most of the key issues needing attention
in the workshop.

o] The benefits of the workshops were immediate. They served as aforum for
defining and assigning roles, increasing the efficiency with which the projects
were implemented. Further, the workshops were conducted in such a manner
that the participants understood and accepted their rolesin the project. Anair
of collegiaity was established among the host nationds. Thiswas consdered a
magor contribution by both Egyptians and expatriates as opportunities for
edtablishing professond reationships among the participantsis limited outside
the workshops. Work plans were generated, reviewed and adopted that
integrated the work of the variousinvolved agencies.

o] The benefits listed above have long term impacts. These impacts, however,
work themsalves out through various channels and over long periods of time. It
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was not possible, in the time dlowed, to trace the evolution of the
aforementioned benefits. Each workshop did produce alist of
recommendations that have the potential of demongtrating long term impacts.
For the recommendations generated in the workshops to have demonstrable
impacts severa conditions must exist. The recommendations must be redigtic.
They must be accepted by those assigned to carry them out and that individua
must have the resources and liberty to act. A person or organization must have
the respongibility and authority to follow-up and report on the progress of those
implementing the recommendations. These conditions were not met
consgtently for al of the workshops.

A review of the recommendations coming from the workshops indicates that
the recommendations may be, as one respondent puit it, forced. "Participants
fed that they are supposed to come up with recommendation so they do,” one
respondent stated. The recommendations may not be based on sound project
andyds, nor may they reflect the kind of activity to which the participants are
willing to commit themselves after the workshop. In only one ingance, the
Water Research Center, was an office assigned the responsibility for following
up on agreements and recommendations made in aworkshop. In al other
cases there was no indication, other than vague statements, that the
recommendations were being implemented. Severd of those interviewed stated
that there had been no follow-up and that to their knowledge the
recommendations were not being implemented.

The most ggnificant long term impact that the workshops can have is for the
GOE to adopt them as a management tool. 1SPAN, the GOE, and
USAID/Cairo have gone through severd iterations of the ingtitutiondization
process of the workshops. Upon seeing how well the workshops were
received, aloca firm, Team Misr, was employed to participate in the workshop
facilitation process. The am was to provide, through participatory training, a
locdl firm capable of providing facilitating servicesto the GOE. The firm was
not able to develop the skills necessary to facilitate workshopsin the firdt trid
and this approach was abandoned. Next, a group of trainers were trained as
workshop facilitator. These have been used to facilitate workshops in the
Water Research Center.  Severd respondents expressed concerns about the
ability of the Egyptian facilitator. They were concerned that without continued
training and supervised facilitation by the ISPAN team that the locd facilitator
would not develop the skills necessary to serve effectively inthisarea. "Bad
fecilitator will kill the workshops" stated one officid.
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b. Bangladesh workshops

The four A.1.D. supported FAP projects of the EWI have utilized a workshop
gpproach to disseminate information and gain consensus about issues and methods. To date
workshops have been conducted on environment (July 6-7, 1991), flood response (August 13-14,
1991), and flood proofing (September 25-26, 1991). In each subject area a draft working paper was
written by the responsble EWI team. This draft laid out the direction the study was going, the
methodology used, and, where appropriate, to present preliminary findings. Participants were then
asked to work in groups to generate guiddines for the completion of the project reports. The
workshops each had different facilitator.

Attendance a the workshops is an indication of the interest in the topics under discussion.
Representatives from the concerned Bangladeshi organizations including the FPCO, the BWDB and the
internationa Pandl of Experts (POE) aswell as representatives of other national donors and the World
Bank attended.

Because the wor kshops wer e a new concept to the Bangladesh bur eaucracy they were
ressted and were not fully utilized. However, by the end of the third workshop the
Bangladeshis wer e becoming educated to the value of open discussions of ideasthat were
previoudy developed internally without input from outsiders. They began to seethe
advantage of external peer review of new ideas. Thiseducative processresulted in a decision
by the Director of the BWDB to ask other donorsin the FAP to conduct similar wor kshops
for their activities. Thispromisesto have afar reaching impact on the development of the
total FAP.

C. Sri Lankaworkshops

In Sri Lanka, ISPAN has conducted two very different types of workshop
activities. It has conducted a monitoring procedures workshop and a mid-term review workshop
pertaining to the Irrigation Systems Management Project. These are Smilar in nature to workshops
donein other countries. What isunique in Sii Lankais the Irrigation Management Policy Support
Activity (IMPSA), an ISPAN sponsored activity, which uses the workshop modd demongtrated and
taught to the staff by the ISPAN team.

The Government of Sri Lanka (GSL), Internationd Irrigation Management Indtitute (11M1) and
USAID are collaborating to establish a policy generating mechanism to look toward Sri Lankas needs
to the year 2000 and beyond. The GSL has committed itself to cooperate, through the relevant
minidtries, in developing broad based irrigation management policies. IMPSA has the task of
sysematically andyzing and assessng the Sri Lankan experience and formulating broad based policy
recommendations to implement the new irrigation management policy. IMPSA doesthis by bringing
together the public and private organizations and interest groups who have an interest in the new
participatory irrigation management policy and of generating unified policy recommendations based on
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studies and consultative workshops. The workshops are designed to bring together the diverse interest
groups and to have them forge a series of agreed upon policy recommendations. The workshop
participants extend from farmer organizations to the representatives of the GSL minidtries deding with
irrigetion and agriculture.

IMPSA isresponsblefor developing 10 policy topics using consultative wor kshops.
To date six policy papers have been developed. Theremaining four arein process. All are
based upon inputs of concerned individuals who attended the workshops. It ismogt likely
that, of all of the |ISPAN activities based on wor kshops, these policy paperswill have the most
significant long term impacts.

d. | ndonesia workshops

ISPAN conducted two workshops in Indonesiain support of the SSIMP.
These were the second and third implementation workshops (the first was conducted by another
organization). The gods of the workshops were:

o] To build acommon understanding of and exchange information on SSIMP,

o] To provide participants an opportunity to get acquainted;

o] To identify and assign roles in the project and clarify expectations for working together;

o] To develop strategies for addressing critical issues and to create work plans.

The workshops were held in February of 1988 and 1990, providing time for the results of each
to be brought to fruition. An example of thisisthat agod of the 1990 workshop was to build on the
outcome of the 1988 workshop. The 1990 workshop developed plans to the year 1993. This
indicates that the workshops were properly scheduled to support the completion of the project.
Comments of some of the participants are summarized below.

o] By darifying roles and responsihilities, and developing operationa procedures the
workshops got the project on track and moving.

o] A high turnover in the Indonesian players in the SSIMP made the workshops
particularly effective by introducing the new people to the overal project, how
it is organized and operates and by identifying dl roles and responghilities,

o] The workshops provide a vauable opportunity to resolve festering problems.

o] Having an opportunity for dl the participants to get acquainted contributed to the
smooth functioning of the project.
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o] The first workshop did not produce recommendations and assignments of
responsibilities for who was to carry them out or an implementation schedule. The
second workshop produced a table of recommendations, work assgnments and due
dates. USAID took on the role of following up to see that the recommendations are
implemented.

o] One of the facilitator in the second workshop was an Indonesian.  Since the workshop
he has utilized the skills gained in the workshop and now provides facilitation services
through a private sector, non-profit, Non-Governmental Organization (NGO).

e Workshop impacts

To esimate the impact of the workshops, questionnaires (Annex 5) were
developed and distributed in countries in which project specific workshops were held. Questionnaires
were sent to Missions in Egypt, Indonesia, Sri Lanka and Bangladesh. Each Mission was supplied with
apaticipant list from its workshop and was asked to distribute the questionnaire to five participants
from each workshop. Responses were received from Bangladesh and Egypt, though not five from each
workshop.

Eight project start-up workshops were conducted in Egypt in support of the IMS Project. Five
review/monitoring workshops were aso conducted. To provide for consstency of resultsasingle
guestionnaire was designed that focused on the project start-up workshops. Thirteen questionnaires
were returned. The results are summarized below.

o] Ten of the respondents had attended one of the start-up workshops and three reported
attending more than one. While dl of the workshops were held within asingle project,
participation across project activity lines was not common.

o] There was some division expressed on the timing of the workshops. Eight respondents
indicated that they were at the gppropriate time but four indicated that they should have
been conducted earlier in the project. Given that the purpose of the workshop was to
gart the project on the right foot, perhaps more attention should have been paid to the
workshop'stiming. At the sametimeit is recognized that many externd factors
influence the scheduling of any developmenta activity. The team did not have an
opportunity to exploreif such externditiesdid exist.

o] There was generd agreement that the right persons had been invited to participate and

that no mgor persons were omitted. This supports statements made in interviews that
getting dl of the players together was amgor benefit of the workshops.
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o] To assess the impact of the workshops, participants were asked to indicate
contributions made by the workshop from alist provided in the questionnaire. The
choices and the number of responses in the order of their frequency are:

-- Those involved understand the project's goals and purpose: 11;
-- Recommendations made will expedite implementation: 10;

-- Participants understand project's organization and procedure: 9,
-- Subsequent non-1SPAN workshops were held: 8;

-- Participants understand and accept roles in the project: 8;

-- Participants understand the Strategies to reach the gods. 6; and
-- A grong interdisciplinary spirit was generated: 5.

o] Respondents were asked to indicate what had happened to the recommendations
generated by the workshops. The choices and responses were that recommendations
have been:

-- Evauated, prioritized and are being implemented: 2,
-- Implemented but not with set priorities: 3;

-- Implemented unevenly: 4,

-- Not implemented: 1; and

-- Do not know: 3.

o] All but one of the respondents indicated that they had recelved a copy of the workshop
report. Thisdigtribution of materids is acommendable achievement on ISPAN's part.

Theseresaultsindicate that while ten respondents saw the recommendations gener ated
in the wor kshops as being useful, thereis no consistent indication of the degreeto which they
have been implemented.

Of the four issues related to increasing the understanding of the project, three were marked by
amgority of the respondents as being impacts of the workshops. It may be concluded that the
workshops contributed to project comprehension by those who must implement it. Thistype of a
contribution cannot be quantified, but those experienced in the field of development redlize how crucid



this understanding is to an effective and efficient project.



Ten participants indicated that the recommendations generated by the workshop would be
useful in implementing the project. While this must be considered a positive contribution, as noted
below the recommendations have not been implemented uniformly.

Eight respondentsindicated that workshops based on the | SPAN model were being
conducted in their areas of responsbility. Thisisa heartening indication of technology
transfer and of the sustainability of workshops as a management tool.

Only five respondents indicated that the workshops generated interdisciplinary team spirit. One
might have expected more responses to this given the vaue assigned to the "get acquainted” nature of
the workshops.

In Bangladesh the workshops have been used to introduce new concepts and gain consensusin
the FAP through EWI. To date, three workshops have been conducted, on flood proofing, flood
response and the environment. The workshops included representatives of the GOB, PVOs, USAID,
Bangladeshi universties, other FAP contractors and other donors. The purposes of the workshops
were to present preiminary findings of the studies, to provide the opportunity for othersto contribute in
setting the direction of the study, and to inform others of the nature of the study and itsrole in the total
FAP.

Questionnaires designed for the EWI workshops were distributed and nine responses
submitted. In looking at these responses it must be kept in mind that the third workshop was
conducted while this evauation was in progress, leaving no time for impacts to be manifested.
Discretion must be used when interpreting the data due to the smal number of responses. A number of
questions had responses that were meaningless, that is the divison wasfive to four making it impossble
to assign meaning to them. The results of those responses that could be interpreted are summarized
below.

o] To assess the impact of the workshops, respondents were asked to indicate which of
the following statements applied. The responses were:

-- The study topic was introduced and explained in a clear and comprehensible
manner: 7;

-- Recommendations were developed to strengthen the study topic: 8;

-- The gpplication of the study topic to the Flood Action Plan was explained and
discussed: 4.

o] Virtually all respondentsfound the wor kshops useful by increasing their

under standing of the study topic. Thisincreased understanding in such a
complex project asEWI, isan invaluable contribution to the total FAP.
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o] When asked what would keep the respondents from utilizing wheat they learned in the
workshops, the results were inconclusive. However, the range of responsesis
interesting and is presented below:

-- My TOR does not involve the sudy topic: 3;

-- | do not have a aff with the necessary training: 2;

-- Insufficient time to use the study in my FAP work: 1;

-- | fill do not have sufficient understanding of the topic: 1,
-- | lack adequate budgeting to consder the study topic: 1;
-- | am not involved in apart of FAP using the study: 1; and
-- | am not involved in FAP: 1.

o] Perhapsthe most interesting finding wasin response to the question, " Do you
feel workshops of thistype are useful planning and management toolsin
Bangladesh?" Every respondent said yes. Thiswas further supported by an
statement by the Chairman of the Water Development Board that hewould like
to see thisworkshop approach utilized by the Water Development Board. This
is, per haps, the most significant indication of | SPAN technology transfer in
Bangladesh to date.

It may be concluded, from this small sample, that the workshops are useful in introduc-
ing the EWI studiesto the balance of thoseinvolved in FAP. It was not made clear tothe
participants, however, wher e these studiesfit in the total planning activity. Whilethe partici-
pants saw the recommendations coming out of the workshops as beneficial it istoo soon to
comment on their impact.

f. Training desgn and implementation

ISPAN has conducted even training activities (Annex 6) including planning
mesetings, training of trainers (TOT), training needs assessments, Srategy development, strategy follow-
up training, and strategy workshops. An evauation of training was conducted in Indiaand atraining
assessment was designed for the Philippines, which appear under the evaluation and design categories,

respectively.

ISPAN publications dedling directly with training are:



0 Evduation of the Irrigation Management Component of the Water Resources
Management and Training Project: conducted in India;

0 Public Sector Irrigation Training: Guiddines for Preparing Strategies and Programs: a
cost shared publication with the World Bank; and

o] Accelerated Agriculture Productivity Training Program Review of the Nationa
Irrigation Adminigratiort conducted in the Philippines.

Other training reports were presented as field reports, trip reports working papers and
training guiddines. The introduction of microcomputersin Indias MMIP involved alarge training
component, but was not listed as such. 1SPAN has conducted two TOT activitiesin the Philippines
and onein Egypt.

Missions spoke very favorably of the ISPAN training activities, seeing it as an areain which
they performed consgtently very well. The Missionsindicated that the training was of high
quality, relevant and current.

3. Applied studies and policy formulaion

Applied studies (AS) and policy formulation (PF) have totalled 1590 person days
arranged by ISPAN (Annex 6). The cost to date of these activities has been $533,846, of which 29%
has been from core funds and 71% from Mission buy-ins.

a Applied sudies

Asafollow on project to Water Management Synthesis |l (WMSII), ISPAN
was to develop an AS component which would produce origina research, designs, strategies and
sudies that were to serve Mission and host government needs, address broader regiona goas and
identify future directions and issues. In essence, the AS program and its corallary, the policy formulation
activity, were to generate new knowledge and synthesize lessons learned in irrigation and water
management in the Asiaand Near Eadt regions as well as provide the basis for identifying new issues,
trends and strategies. In thisway, ISPAN would carry on in the tradition of WMSII by providing an
ingtitutional memory for A.1.D. in the area of water resource development. The PP identified severd
issues to be considered:

o] Ways to support private irrigation development through public sector organizations,
o] Lower cost methods for system congtruction and rehabilitation;

o] Effective conjunctive management of public cand water and private tube well weter;
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Economic implications of regiond food grain sdf-sufficiency for irrigation system
congruction and management;



o] Problems and potentid for crop diversfication under existing irrigation schemes,

(@)

Farmer participation in the management of government-operated irrigation schemes,

(@)

Impact of past sdinity control programs and implications for the future; and
o] Means for balancing irrigation system operating costs and revenues.

Research conducted under the AS program was to be funded primarily with core funds and
supported by Mission buy-ins based on specific Mission needs or requests. As origindly envisoned,
the AS program would be a key e ement within ISPAN and would be supported by afull time program
manager at the TSC. University members of the consortium were to develop proposals for sudies
based on an gpplied study agenda that grew out of the above issues identified in the PP.

The reduction of core funding by A.1.D. had amgor negative impact on the ability of ISPAN to
cary out the AS program as origindly envisoned. A key input to design of the AS and the lessons
learned component was to be provided by the SAGEs. The SAGEs were to act asthe brain trust of
the TSC and provide input and feedback on AS, and regiond issues and trends. TSC stopped calling
on the SAGEs after the core funding was cut. Theimpact of thislosswasto start the move of
| SPAN away from being a center for creativity and being a proactive force in the fields of
irrigation and water resour ces, and toward being a consulting company which it resembles
today.

Severd mgor studies addressing issuesidentified in the PP were designed, approved and
funded and then subsequently canceled in 1990 by ANE because of a shift in policy away from support
of irrigation-related activities toward open markets and open societies. Ironically, two of the Sudies
canceled were to ded directly with issues of irrigation system privatization and loca participation in
water management. The lessons learned paper on the relationship between farmers and agencies was
canceled as was the proposed study of system turnover and loca participation.

With the reduction in core funding and change in ANE palicy, the AS program cameto
rely on Misson buy-insfor funding and in large part for the identification of research topics.
While this has the advantage of being demand-driven and therefore providing research of relevance to
Mission portfolios, it has the drawback of not addressing regiona issues, synthesis of lessons learned,
or future issues, developments and strategies. The fact that the AS program has continued to function
a dl reflectsits continuing relevance and vaue to Missions, but the lack of significant bureau level core
funding mede it difficult, if not impossble, to grapple meaningfully with regiona concerns until additiond
funding became available to support a water resources strategy paper.
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The following activities were completed under the AS program:

o

Private Tube Well Development (Pakistan) - Jointly supported with core and 1IMI
funds. This study looked at both the organizationa and technical arrangements
associated with groundwater utilization in the Punjab. The results are to be jointly
published with 11MI.

Northeast Thailand Smal Scae Irrigation (NESS!) - This study anayzed the NESSI
Project after completion with an eye to identifying successful dements (particularly in
the area of privatization) that are transferable to other Stes and countries.

Privatization and Sustainability of Small Scae Irrigation in Indonesa - ThisMisson
funded study identified factors that supported the long term sustainability of projectsin
Indonesia and the degree to which farmers have assumed operation and maintenance of
the systemsin Sederhana.

Basin Management Study Design (Thailand) - Funded by the Bangkok Mission, this
paper addressed the need for ariver basin management authority in Northeast Thailand
as a conseguence of water dlocation and management conflicts uncovered in the earlier
NESSI study.

Irrigation and Drainage Research (United States) - One of the initid ASto survivethe
core funding cuts, this research report, which was supported by Science and
Technology (S&T) Bureau, was undertaken at the request of the World Bank in an
effort to review irrigation research globdly. The authors drew conclusions with some
gpplicability to the developing country context.

Morocco Water Policy Study - A strongly interdisciplinary paper, this study examined
Moroccan watershed management and made recommendations for improved and
sugtainable practices in water and soil conservation.

Three AS are dill underway or in the initid stages:

(0]

National Pump Irrigation Policy Study (Indonesia) - Using a combination of Misson
funding and Ford Foundation funding for locd TA, this ongoing study is investigating
groundwater utilization in Indonesa.

Improved Irrigation Scheduling (Sri Lanka) - This study was delayed and is now in the
data collection phase.

Water Cost Recovery Study (Egypt) - USAID/Cairo has agreed to fund two ISPAN
AS (one is underway) to determine costs of water use for irrigation and other user
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sectors aswell as identify primary and secondary beneficiaries. Using the counterpart
resources of the Water Research Center in Cairo, the study will also suggest possible
ways of alocating costs amnong sectors. This sudy has strong Mission support and may
have the potentia of being very sgnificant (athough it will be controversd) to future
water development in Egypt.

b. Palicy formulation

Two mgor palicy formulation (PF) activities are under way at the present time.
A mgor effort is being undertaken in Si Lanka with the GSL to develop palicy for irrigation
management. The IMPSA project has the leadership of aformer director of irrigation and a competent
daff of professonads. The IMPSA daff are on the ISPAN payroll as along term oversess activity.
IMPSA isgenerating policy guiddinesfor the ministersdealing with water, land and land
development through workshops on individual topics as discussed earlier. |f these policies
are adopted by the GSL, major changesin the Ministry of Mahaweli, Landsand Land
Development will take place. IMPSA is potentially the most important output of ISPAN and
in close competition to the FAP supporting studies of EWI.

Currently, ISPAN is preparing a Water Resources Strategy for the Asia Bureau and the Near
East Bureau. This strategy is core funded and has substantial potential of lasting policy impact
throughout theregion if it isadopted asan A.l.D. strategy paper. Initidly requested by the
former ANE bureau, the paper isto address the Agency's concern with broadening its efforts in water
development beyond the agriculturd emphasis. Thefirst draft has been circulated for review and was
the topic of animated discussion a meetings of ADOs in Anngpolis, Maryland and Colombo, Sri
Lanka

The draft water resources strategy paper for Asa sets out aframework for understanding water
policy and water resources development in a much broader natural resources context. It attempts to
ded with the issues of sustainable water use and initiates the dia ogue on intersectora alocation, water
pricing and water markets. Although quite preliminary and receiving initid criticism from ADO's, the
draft srategy reflects most of the current issues in water development in an integrated manner. Findly,
developing the water resources drategy is fully consstent with the initial goas of ISPAN to develop
materias of regiond sgnificance and reflects ISPAN's evolution from an irrigation technica support and
research project to a more timely and significant actor in the internationa water development scene.
This activity enjoys continued support and is viewed as relevant by the leadership of both the Asa
Bureau and the Near East Bureavl.

Mission responses to the AS program and to the policy formulation activity have been
favorable. Both in-country interviews and fax questionnaire data support the view that the AS program
has generated high quality work. Some Missions noted that the work was not dwaystimey. More
studies were envisioned than could be produced with the core funding available. Although ISPAN
effectively used Misson buy-insto replace reduced core funds,
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the cogt of this has been that the regiond significance of these studies was correspondingly limited.
| SPAN Evaluation Team reviews of the published AS corroborates the view that the resear ch
generated under the program has been of high quality.

The reduction of core funding was unfortunate and had a strong negative effect on the ability of
ISPAN to carry out this Sgnificant part of its mandate. Apart from the limitation in the number and
scope of studies conducted, there has been insufficient support for the dissemination of research results
and lessons learned. With respect to the former, the TSC has not been able to produce and mail as
many of the reports as had been anticipated. In an effort to economize, mailing lists were reviewed and
circumscribed. For example, reports do not routingy go to al US land grant university libraries, water
research centers, regional water ingtitutions or to host and third country research libraries. A rather
limited scope lessons lear ned paper isanticipated at the end of the project focusing on
| SPAN's evaluations of A.l.D. irrigation management projects. Additional paperson lessons
learned in ISPAN start up and review workshops and on lessonslearned from A.l.D.'s
experience with water users associations wer eidentified in the forward work plan, but will not
be conducted in the absence of new cor e funding.

C. Project God and Purpose Achievement

1. Project goals and purpose

The goa of ISPAN isto increase food production and red farm income within the ANE
Region. The sub-god isto improve the efficiency of delivery and use of water and increaseitsirrigation
digtributiond equity in the region's agriculture. Project impact cannot usudly be ascertained within the
project implementation period in most cases. The impact of the project may be experienced only after
decades have passed or after a new generation of irrigators inherit the land.

The purpose of the ISPAN project is to improve the quality and performance of the Misson's
irrigation portfolios. The end of project satus (EOPS) is directly related to the purpose achievement.
The EOPS is stated as four objectively identifiable indicatorsin the logica framework as:

o] Improved management of irrigation systemsin participating nations,
o] Improved project designs;
o] Improved understanding of irrigation issues and problems; and

o] Regiond irrigation trends and issues addressed.
ISPAN project performance and accomplishments can only be partialy assessed at this mid-

point in the project life. Progress toward the gods identified in the logica framework are identified in
Annex 12, the annotated logica framework.
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Evidence of purpose achievement includes:

o] AS results that sgnificantly influence the policies for irrigation investment in individua
countries as evidenced by the NESSl study in Thailand and the Sederhana study in
Indonesia;

0] Training policy guiddines published with the IBRD;

o] The mgor shift that is taking place in Bangladesh in the atitude toward non-structura
means of Flood Response and Food Proofing due to the EWS and the FAP
supporting studies,

o] Maor input to the Bangladesh flood control efforts as represented by the
Environmenta and GIS contributions across dl of the 26 FAPS;

o] The technology transfer achieved by the Workshop Technology introduced in Egypt,
Bangladesh, Si Lanka and Indonesiathat brings about a management diaogue, project
awareness, improved team work and enhanced project implementation; and

o] The improved project designs and implementation that result from policy formulation
and water resources strategy development in Asaand the Near East.

These six areas represent Sgnificant evidence that project purpose achievement iswell under
way for the first three EOPS indicators as a result of successful implementation of the ISPAN Project.
In the case of the fourth indicator regarding regiona trends and issues, ISPAN has not demonstrated
effort in thisarea.

2. Monitoring and eva uation assumptions

As daed inthe ISPAN PP, the indirect nature of the project poses difficult problems for the
evduation effort. Attributing any or dl of the indicators of purpose achievement as improvements due
to ISPAN would be difficult and lacking hard data. The key feeture of the ISPAN monitoring and
evauation desgn was the assumption that "if the services cdled for in the technicd andyss are
provided in atimely way, then any performance improvements that may occur are a least partialy due
to the provison of those services'. Due to the ambiguous linkage between the service performed and
itsimpact, the most rigorous attention must be paid to delivery of services.

The qudlity, level and timeliness of the irrigation support services has been assessed in the
evauation of ISPAN. A summary of the level of ISPAN support servicesis shown in Table 1.
ISPAN is ddivering services despite severe limitations imposed relative to the source of funds. 1ISPAN
isademand driven project. Proof is given in the percentage of tota expenditures and diverdty of buy-
ins from Missons shown in Annex 6.



Table 1: Summary of ISPAN Personnd Usein Misson Assgtance Activities

Project  Prorated Achieved Forecast

Paper Contract by 7/91by _8/92
(PMs) (PMs) (PMs) (PMs)
Technicd assstance 430 307 353 602
Training & Technology
Trandfer 123 88 55 73
Applied Studies 219 156 73 124
Regiond Inditutions 172 123 3 3
Total 944 674 484 802

Source: Annotated log frame (Annex 12) and ISPAN log frame (Annex 10).



In terms of the projected, contracted, actua and forecasted person months of ISPAN
professond services, the project deviates most in the regiond indtitutions category. In the other
categories respectabl e achievements have been made.

Given the assumption above and the data available, | SPAN isdetermined to be an
effectiveirrigation support project.

3. S& T cross-cutting themes in evauation

ISPAN has demondtrated exceptiond performance in terms of Cost-sharing, Buy-ins
and Sugtainability (see Annex 19) for reaults of the Cross-cutting Themes Andyss). The buy-ins by
Missions have sgnificantly contributed to the viability of ISPAN as both an irrigation support project as
well as an emerging broader-based water resources management and planning project.

A lesser effort has been demonstrated by ISPAN on Women in Development, Peer Review
and Information Callection and Dissemination. |SPAN deficiencies in these aress have been identified
and recommendations for future corrections have been addressed.

D. Performance of A.I.D.

1. Project steering committee

The Project Steering Committee (PSC) was formed to provide participation in planning
and oversight of ISPAN, to review evauation reports, and to serve aforum for expressing the interests
of the bureaus. It was <o to be a mechanism for the involvement of Missons. Because ISPAN was
primarily a product of the Office of Agriculture and Rural Development (ARD) of the ANE bureau, a
strong committee, whose members were located at key decision points, was needed. A committee was
created that met these criteria. The PSC met only twice.

In January, 1990, an edict from a high ANE bureau office drastically cut ISPAN's core
funding. In theunsettled time that followed the PSC ceased to function. It did not, at this
critical time, come forward to be a champion or voicein support of the project. Thus, whilea
rolefor the PSC aslobbyist or champion was conceptualized and required of the committee, it
wasin thisrolethat the committee failed to perform.

2. Funding expectations and redlities

The ISPAN PP authorized a grant of $11,473,476 from the ANE Bureau and the S& T
Bureau. The corresponding Mission funding was anticipated as $11,522,857. Asof July 31, 1991, the
expendituresfor TA, TTT and ASwere $980,231 in Regiona Bureau funding and $5,239,445 from
Misson buy-ins. Rather than an approximate 50% to 50% meatch as envisioned, the core to buy-in
ratio has been gpproximatdly 16% to 84%. Details of the actud funding areillustrated in Figure 1,
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discussed previoudly.

A liging of TA, TTT and AS planned and actud expenditures as provided by the TSC is
attached as Annex 6. Inthisannex, TA includes not only TA, but aso irrigation sector assessments,
project evauations, project designs and project redesigns. TTT includes implementation ass stance and
the regiond indtitutions and the AS includes the water policy formulations. 1SPAN's current
expenditure statusis shown in Table 2. TA (80%) and TTT (87%) are lower than projected by the
PP. AS (111%) and support for the TSC (135%) are ahead of schedule as determined by the rate of
Mission buy-ins and the EWI management needs, respectively.

Table 2 showsthat ISPAN expendituresin TA, TTT, and AS are close to the target totalsin
the PP. With all of the external factorsthat have affected | SPAN, the scale of expenditures
hasremained near those forecast.

3. A.l.D. and the Management |nformation System

The expectations of the USAID PP and thefirst Project Officer for afully
inter active, instantaneous tracking and accounting of project activity, personnel and financial
recordswere not fulfilled. Such a system, if it did exist would only arise asa custom designed,
elabor ate, esoteric and expensive piece of softwar e that would most likely require costly and
constant staff support.

Part of the respongbility for the current state of the MIS rests with the USAID PP and the
former Project Officer. Details on the history of the MIS problem are presented in the section on
ISPAN Project outputs.

4. M echanisms for Mission buy-ins

Buy-ins were expected to be a key component of the project representing an estimated
50% of project funding. In fact, because of the scarcity of core funding and the enthusiastic response of
Missions and Bureaus, buy-ins have represented more than 84% of project funding.

The mechanism for buy-ins, as described in the contract isrardly if ever followed. Insteed,
Missions usudly contact the TSC and discuss their requirements directly before preparing their forma
request to the A.1.D. Project Officer. This agpproach appearsto work well and resultsin aquicker
meseting of the minds than might be possible if the more forma procedure described in the contract
were used.

| SPAN hasresponded quickly and effectively to requests from Missions. Delays, when
they have occurred, have usudly been caused by scheduling difficulties rather than poor performance
by ISPAN. Sometimes, there have been difficulties in getting Contract Officer gpprova as quickly as
desired. In the past, when core funding was more plentiful, such delays could be covered out of core
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funds and the activity went ahead as planned.
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Table2: Current ISPAN Expenditure Status

LOG FRAME STATEMENT IN PROJECT PAPER CURRENT STATUS
PROJECT

NARRATIVE SUMMARY OF INPUTS: PAPER PRORATED* ACTUAL

Technicd Assstance $6,054,864  $3,229,261  $2,587,280 = 80%

Training & Technology Trandfer $1,724,096 $919,518 $796,273 = 87%

Applied Studies $3,072,256  $1,638,537 $1,819,858 =111%

Regiond Indtitutions $2,392,740  $1,276,128 $36,034 = 3%

Technica Support Center $5,222,207 $2,785,177  $3,750,000=135%

Evauation $ 265,000 no current data.

Inflation $ 879,553 no current data.

Contingency $2,010,616 no current data.

Specia Support Activity $1,375,000 no current data.

Totd $22,996,332 no current data.
Obligated-27/4/91 $14,932,930
Programmed-27/4/91 $13,112,000
Expended-27/4/91 $7,967,736
Invoiced-27/7/91 $8,989,000

Source: (Annexes 10 and 12)
* Prorating based on 4 years of atota 7.5 year project duration.



Reporting of expenditures on buy-insisincluded dong with dl other expenditures under the
project and is reported to the A.1.D. Office of Financia Management. It appears that the mechanism
within A.1.D. for thisinformétion to be
fed to the Missions does not provide them with what they need in atimely manner. Asaresult, some
Missions request ISPAN to supply expenditure information on their buy-ins and some have expressed
dissatisfaction with the response, or lack thereof, that they have received. | SPAN should keep
Missions informed about expenditureson their buy-ins even though it is not a contractual
requirement.

E. Redevance of the Project

1. [rrigation importance alobaly

Irrigation continues to be important in the production of food and fiber throughout the
world and especidly in Asaand the Near East. Statements about irrigation made by the designers of
ISPAN in the PP remain true today. Irrigation systemsarein poor condition and are poorly managed
throughout the world. Digtributiond equity, adequacy of supply, reliability, timeliness of water ddivery
and operationa efficiency are lacking and subgtantiadly less than designed in most systems.

The only systems that gppear to be performing well and meeting farmers needs are those that
are owned, operated and maintained by farmers. Government irrigation systems do not perform as well
as private systems. Thus, AS are needed to investigate privatization of bureaucraticaly-run irrigation
systemns and the empowerment of farmers for inclusion in the management teams of government-
managed irrigation systems.

| SPAN was designed to pursue the topics of system privatization and far mer
empower ment, but was cut short of its potential dueto shiftsof interest in A.l.D.. Irrigation
fell from favor asother areaswere given greater priority. Nonetheless, irrigation devel-
opment continuesto bereevant.

2. Growing numbers of water resources requests

It has become clear to the evaluation team that water resourcesin the broader
per spective are becoming moreimportant to Missons. Urban and industrial water usersare
competing with agriculturefor finite quantities of water. Rapid expansion of populationsin
many developing countries cause the discer ning obser ver to become alarmed at the future of
this potential conflict not only within Asian and Near East countries but in the relations
between and among countriesthat sharethe major riversof Asa and the Near East regions.
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3. Emerging water environmental concerns

Theteam was impressed with the frequency of concern expressed by interview-
eesfor thefuture of water quality in irrigation projectsaswel asin urban locations. Third
World planners and decison makers are becoming mor e concer ned with the consequences of
excessive chemical usein agriculture and theimpact that thiswill have on surface and ground
water suppliesfor human and animal consumption. Likewise, the rapid concentration of
peoplein urban areas and theimpact of incipient industrialization near cities have caused
serious concern for water quality and the environment for human habitation. These problems
and concer nswill become wor se with time.



V. CONCLUSIONS

The conclusons of this evauation follow the five purposes of the evauation sated in the Scope
of Work.

A. Determination of Project Effectiveness

| SPAN is an effective water resourcesand irrigation support project.

This conclusion is based on the observed qudity of irrigation, flood control and water Srategy
work performed, the quaity of personne fielded, the quality of reports delivered, the timeliness of
actions by the ISPAN TSC and filling the needs of Missons in managing tharr irrigation portfolios.

B. Assessment of Continuing Project Vdidity and Relevance

| SPAN continuesto beavalid support toirrigation projectsand isincreasingly
relevant to the water resour ces and environmental needs of Missions.

This conclusion is based on the favorable reports from Missons in questionnaires and in
interviews from nine of twelve Missions served by ISPAN. It dso arises from the relevance of the on-
going ISPAN activities and continuing expressed needs of USAID Missions and host country irrigation
support users of ISPAN services. ISPAN hasarolethat is evolving to become a more generd
support project in water resources planning and management and environmental concerns relating to
water.

C. Assessment of Effects of Externd and Anticipated Actions

| SPAN isresponsiveto the needs of Missionsin the management of their irrigation,
water resources and water -related environmental portfolios despite the reduction of core
funds, the funding uncertainties and other unanticipated events.

The contractor has experienced many adverse circumstances including changing program
priorities, curtallment of core funds, delays due to the Persan Gulf War and having to exist on Mission
buy-ins. Based on the flexibility and resilience demongtrated by the professonds of the ISPAN, it has
responded remarkably to remain viable.

D. Assessment of Extent of Contractor Scope of Work Fulfillment
The contractor'swork is effective and timely, but islacking in some important

management aspectsincluding TSC organization, work planning, reporting results, answering
communications from abroad, provison of support to long term personnel abroad, developing
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a management information system, and distribution of reports.

These limitations are of a management nature, but are dso a byproduct of reduced core
funding. The TSC is neither organized nor administered in such away as to resolve these deficiencies.
The TSC lacks adequate leadership and organization.

E. Determination of Advisability of Extendon

Itisin theinterest of A.l.D. that the contract be extended.

This determination is based on the expressed needs of Missons for support servicesin the
broader arena of irrigation, water resources and water-related environmental endeavors that reflect the
broad range of conditions and set of water resources ass stance needs expressed in the Asian and Near
East Regions.

62



VI. RECOMMENDATIONS

The conclusions of Chapter VI lead to the following recommendations which are presented in

three categories. globd, adminidrative and technical.

A.

B.

Globd Recommendations:

Extend the ISPAN contract with the current contractor to the PP determined
PACD;

Increase core funding for the TSC to finish lessons learned, regiona issues and
trends determination, farmer irrigation participation and privatization of irrigation
systems sudies,

Raise the spending ceiling to reflect the full cost of the Eastern Waters Initiative
and the Water Resources Strategy initiative which were not part of theinitia
scope of work or budget;

Fund the TSC core staff to aleve to avoid their return to parent organizations
on other projects to cover their sdlary shortages,

Develop aPID or concept paper for afuture A & NE water resources follow-
on support project to serve the Asia Bureau, the Near East Bureau and/or the
S& T Bureau; and

Change the name of ISPAN to WRSP for Water Resources Support Project
to reflect the current redity of broadened activities and to provide a basis for
future demands.

Adminigratiive Recommendations.

Change the TSC organizational structure to one project director and hire afull
time adminigrative manager;

Develop a Palicies and Procedures Manual for TSC operations,

Implement improved project management by adding commercia project
management software;

Develop an effective fax log, tracking and progress reply system for
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communications from the fidd gaff and Missons,



C.

Enhance the management of the field team in Dhakawith high cdiber TDY
adminigrative and communications professonds for the duration of the FAP
supporting Sudies, and

Expand the scope and breadth of the consultant roster to reflect current
environmenta studies needs and the changing role of ISPAN and make it eesier
to use;

Technicd Recommendations:

Add awater resources economist to the TSC core staff to supply capability
and capacity to conduct economic and policy analysisin support of the Water
Resources Strategy and the environmenta consequences of irrigation;

Reactivate an enhanced version of the SAGEs as the brain trust of the TSC to
guide the development of lessons learned component of the origina PP,

Market the successful workshop facilitation component in the context of water
resources management and planning;

Pursue a change from irrigation support to broader water resources and envi-
ronmental support of Asaand Near East Mission projects,

Continue irrigation support to those Missions and countries which have mgor
irrigation systems;

Emphasize irrigation management enhancement in support of other agency and
bank-financed rehabilitation and improvement projects through cost-sharing
arrangements,

Broaden the digtribution of publications to more libraries and agencies in the
Asian and Near East Regions aswdl asto U.S. university libraries,

Egablish a newdetter to review |SPAN activities and to share results and the
lessons learned;

Conduct aregiona workshop in aternate years on water resources and water-
related environmenta concerns, issues and ISPAN results and findings from the
Missons,

Announce broadened scope of the project and the name changein awiddy
distributed new brochure.



VII. LESSONS LEARNED

Water must be conceptudized broadly as anaturad resource affecting multiple user
condituencies. A.l.D. activities and portfolios at the bureau and Mission levels cannot
reasonably address one component such asirrigation without due consideration of the
total water sector.

Never underestimate the power of a negative opinion or adminigirative determination by
ahigh officid in A.1.D. on the thrust and viability of a project as witnessed by the
impact of the decision to cut core funds to ISPAN in early 1990. Project Officers and
implementation contractors must persevere in the face of adversty.

A.1.D. cannot reasonably expect a project to fully attain its goals and objectives when
core project funds are reduced after inception or when A.1.D. does not comply with its
contractud obligations.

If an A.1.D. support project isto be successful, innovative and skillful championsand a
effective project steering committee for that cause are needed as witnessed by the
vacuum left when the designers of 1ISPAN |eft the agency or left Washington for
Mission assgnments and the PSC failed to act. Many individud efforts and externd
circumstances can save a project.

Mission buy-ins are an efficient mechaniam for fidding TA teamsin atimey manner,
conducting TTT for sustainability and AS to guide policy formulation.

Consortium proposals involving PV Os, minority owned firms and universities may be
more likely to win a contract, but are not necessarily better at providing a product nor
of guaranteeing that those other members of the consortium will provide the services
contracted. Using these entities as window dressing for a project proposa with follow-
up is basicdly fase and dishonest advertisng.

A.1.D.'s comparative advantage in water resources development is not in building
infrastructure, but is in management, environmenta issues, sustainability, and training.
Thisisevidenced by NESSI, SSIMP, EWI, IMPSA and other ISPAN activities.
Decreasing red U.S. foreign assstance funding can be leveraged with other donor
contributions to support environmenta quality, open societies and open markets.



