








SUMMARY (Continued)

3. The village health and sanitation program appeare to be operating effectively
and the quality of the latrines being constructed is extremely high. However, the
delay in the construction/rehabilitation of the accompanying water systems is
beginning to cause concern at the local level.

4. The quality of technical assistance being provided by Engineering.Science, Inc.
1s of a high standard and is generally well received at all levels within the NWSDB.

5. The management training and annual monitoring services provided by the WASH
project have proved extremely beneficial.  The senior management training was useful
in -building a common understanding of the project within the NWSDB, and the annual
monitoring program is an effective mechanism for focusing attention on objectives
still to be achieved.

6. [Inspite of the substantial progress that has occurred to date, the team is
concerned over the slow rate at which the NWSDB is developing its in-house training
capacity. Much of the progress to date has b2en as the result of substgntial levels
of externally provided assistance and a number of key training positions remain
vacant.

7. The current unfavourable f‘nancial position of the NWSDB is caused by: (a) the
failure of the present tariff structure to reflect the economic cost of supplying
water and (b) the inability of the NWSDB to collect revenue in a timely manner.

8. The delay in the construction/rehabilitation of six planned water systems
appears to be closely linked to the inability of the NWSDB's Planning Section to
provide sufficient resources to process these schemes in a timely mapner.

9. The 1ibsence of a forward-looking national water plan appears to be the result of
the failire to be more specific about what should be planned, the planning period,
the scop: ¢f the plan and who should be responsible for its development.

10. The continued necessity for ESI to provide USAID with a monthly progress report
appess.» unwarranted. The existing quarterly repert appears more than adequate for

good project management.

RECOMNENDATIONS

1. The zurrent technical assistance efforts should be extended in certain areas of
the projact to ensure: (a) continued progress in the institutionalization of
accouplishment to date, and (b) the completion of other important tasks that cannot
be achieved by the end of the currant TA contract.

2. The annual project monitoring function performed by WASH should be continued
until the 1989 review, 1f sufficient project resources are available.
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SUMMARAY (Continued)

3. Additional overseas training should be provided to strengthen the commercial and
financial planning capabilities of NWSDB. This should be provided through a mix of
graduate and shqorter-term training at one of the Asian regional institutions that
have a specialized program in financial management and planning.

4. The current PACD of August 31, 1989 should be extended up to ome year in order
to accommodate the continued technical assistance and new training requirements.

5. The NWSDB should initiate the formulation of a long-term master plan in which
the annual demand for water and water-related services is assessed. This data
should subsequently be translated into a strategic plan in which the annual
economic, financial, managerial and commercial resources are set forth.

6. The outstanding debt of the NWSDB for water supply to local authorities to be
held by the GSL, since the NWSDB will not be able to meet it debt servicing
obligations in the foreseeable future.

7. The GSL should agreec to reimburse NWSDB for water supply to local authorities
who are in default for over three months, if the NWSDB is able to improve its
performance to an establishued level of acceptability.

8. 1In view of the rustrictive nature of the present tariff system it is recommended
that: (a) NWSDB establish tariffs which are adequate to recover the economic cost of
water, (b) the GSL determine which areas would be provided with subsidized or free
water, and further agree to reimbuse the Board for water supplied to these areas,
and (c) all other customers pay the economic cost of water received. Additional
capital investuwents in the warer supply sector should only be undertaken if they are
economically feasible.

9. The NWSDB should reexamine i.s current training approach in relationship to its
current training ccganizarion in order to determine if the NWSDB can continue to
meet its long-tevm training r.g..renents after project assistance is terminated. 1If
not, the approach should be moditied and the existing staff vacanciex filled.

10. The requirecment for ESI tc¢ prepare a monthly progress report should be
discontinued, but the quarterly report should be expanded to include more

performance indicators that slow present status vs. planned achievements.

11. The project should be continved as currently designed, with the possible
exception of modifications thar zight be required by Recommendation No. 9.

| LESSONS LEARNED

The project eicountered major implementation problems shortly after it was initiated
and little progress was made during the first year or so of the project. Imn
retrospect, it appears that the problem was caused by: (1) the rigid, "by-the-book"”
approach utilized by the Board's top management and the contract technical assitance
team in attempting to implement the project, and (2) their failure to undersand
and/or recognize the organizarional culture of the NWSDB. Lacking any attempt at
coalition building, the NWSDB sraff perceived the rapid and somewhat radical
approach being proposed by the projuct as threatening to their status and security
within the organization. As a result, they became uncooperative and began placing
obstacles in the way of project implementation.

klo 1340-2 11(-07) Page 4



SUMMARY (Continued)

The problem was ultimately resolved by: (1) replacing the Board's Chairman and
General Manager and key members of the technical assistance team, (2) altering the
project's approach to implementation, and (3) developing processes and systems by
which adequate coalition-building for the project's objectives could be undertaken.
Specifically, these steps iucluded:

1. The development of a step-by-step approach to installing planned project
interventions. Instead of attempting to introduce all interventions
simultaneously throughout the project, an approach was taken whereby an
intervention or change was taken in one specific area, tested and the
lmprovements were recognized before undertaking further replication
throughout the system.

2. The reaction of the Management Cell which provided an organizational
mechanism for including a greater number of senior managers in the
decision-making process.

3. The development of a senior management rraining program, which was )
conducted in three phases over a period of approximately one year, for the
purpose of: organizatiovnal development, bringing about greater
understanding of the project by tc¢p management and senior staff, and
buillding the necessary organizaticnal coalitions to achieve the project
objectives.

4, The use of the annual project monitoring and review workshops as a forum
where organizational tensions caused hy the nroject could be identified,
fully discussed in a non-threatering mannc: and agreements reached on
methods to resolve outstanding problems.
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ATTACHMENTS

K. Attachments {LIst attachments submitted with this Evatuation S8ummary; Slways attach copy of full evaluation report, even if one was subrmitied
aarlier; attach studies, surveys, ete., from * M 1 1

A. Mid-Term Evaluation, Water Supply and Sanitation Sector Project
Project No. 383-0088.

COMMENTS

L. _Commants By Mission, AID/W Office and Borrower/Grantes Qn_Full Report

This evaluation was comprehensive, unbiased, and represents a clear and impartial
view of project progress to date. The Mission has endorsed all major
recommendations which have been listed in Part One of the AID evaluati6on summary in
order of Mission priority and reworded in a concise, action-oriented fashion.
Together with the Government of Sri Lanka, the Mission intends to address all of the
Part One recommendations by mutual agreement.

NWSDB, ESI and USAID have always felt a continuing nced to reexamine the training
approac.. The training approach has been continuously modified by the Steering
Committee to reflect current needs of the NWSDB.
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Scope of Work .

Water Supply & Sanitation Sector Mid-Term Evaluation

PROJECT TITLE; WATER SUPPLY AND SANITATION
SECTOR (WS&SS)

PROJECT NUNMBER: 383-0088

PROJECT DATLS:
a. First Project Agreement....... 1., AUG 24, 1984
b. Final Obligation......cveviiianne. FY 86
c. Project Activity Completion Date...Aug 31, 1989

PROJECT FUNDING:

a. ALD Authorized Granb. oo, $5,000, 000
b. AID Authorized Loan.. .o iivennenn. $7,300,000
C.o Host Country. .. iniiriinnennnn $7,300,000

1. ACTIVITY TO BE _FVALUATLD

The project's purpose is two-fold: (a) to develop and improve
the institutional capabilities of the National Water Supply and
Drainage Board (HWSDB) to plan, design, rehabilitate/construct,
operate and maintain water and sanilation systems throughout -
Sri Lanka; and (b) Lo develop and improve national health
education, rural sanitation scrvices and community
participation in water supply end sunitation,

To achieve the purpose of this project by the PACD the combined
activitiec in the project are expected to result in the
following conditions:

a. A better functioning NWSDB through reorganizational
consolidation, decentralization and increased operation and
maintenance priorities,

b, Establish units, policies and operating procedures
for NWSDB business management, planning, public relations,
comercial, personnel, training, capital facilities management,
operations and maintenance, information management, research
and administrative areas.

I
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c. More effective NWSDB operations through better
trained and motivated staff and improved facilities, equipment
and logistical support.

d. More effective public health outreach through
better trained peripheral health workers as facilitators of
community health.

e. Active, integrated NWSDB water supply
construction/rehabilitation and Ministry of Health (MOH)
comunity health and latrine construction programs in up to six
regions of the country,

II. PURPOSE OF EVALUATION

The primary purpose of this mid-term evaluation is to determine
the following:

* Summary of progress to date in each of the critical
areas of NWSDB institutional development, NWSDB/MOH/NGO
coordination and comnunity health education.

* identification of major problems in achieving project
goals and purposes;

* assessment of the likelihood of the project achieving its
goals and purposes by the PACD;

* assessment of the project's effectiveness in addressing
current AID policy objectives;

* recomnendations for modification of p: iect activities
and /or implementation procedures to o-ercome problems
or otherwise facilitate progress;

* recommendations on areas meriting special consideration;
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III. BACKGROUND

The USAID Water Supply & Sanitation Sector Project is a
major institutional development project being carried out for
the National Water Supply & Drainage Board (NWSDB) in Sri
Lanka. In accordance with USAID policy of evaluating project
progress, the project is to be evaluated at mid-term and after
completion, by an independent team. These evalautions are in
addit ion to reqular monitoring and evaluation undertaken by
USATD through the WASH contract. The project history to date
is summarized as follows:

1. Sri Lanka is a developing country in South Asia with an
stimated total population in 1986 of 16 million. The bulk
of the population, about 86%, Tive in rural areas and
Government of Sri Lanka (GSL) policy s to maintain this
hiah rural proportion through continuing development of
rural services.

2. The quality of life in Sri Lanka is reasonably qood when
compared to other developing countries in the region. Life
expectancy for males and females was 67 and 70 years
respectively in 1986 compared to 59 and 58 years
respectively in 1956, The national average infant
mortality rate has fallen from 71/1000 live births in 1956
to about 34/1000 in 1986. However, the national average
masks a large regional variation and it is estimated that
bus of all hospital admissions are connected with
water-related diseases.

3. In accordance with UN Water Decade goals, Sri Lanka has
established targets of providing adequate water supplies to
the urban population by 1990 and the rural population by
1995. By the end of 1986 about 95% of the urban population
had been provided with a piped water supply, compared to
68% in 1980. Of this provision, about 30% of the urban
population are provided with house connecticns, the
remainder rely on public standposts. In the rural sector
about 30% of the population were provided with an adequate
supply by the end of 1986 compared to 18% in 1980. Adequate
water supply in the rural context is based on the WHO
definition of piped supply or safe well. At the end of
1986 about 15% of the rural population had a piped supply,
a further 15% had access to safe wells.

4  The overall provision of safe water in Sri Lanka,
therefore, was about 51% of the population at the end of
1986. The bulk of the shortfall is in the rural sector. It
is estimated that in order to meet the target of supplying
all the rural population with an adequate supply by 1995,
an additional 34900 deep wells will be required.
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The G5i target for adequate sanitation coverages is to
serve the whole population by 1990. At the end of 1986
about 65% of the urban and 39% of the rural popul:tion had
adequate excreta disposal facilities, representing an
overall national average provision of 43%. Adequate
sanitation is defined as a flush toilet, pour flush
latrine or ventilated improved pit privy. The bulk of the
facilities are pour flush latrines, only 6% of the
population being provided with flush toilets. There has
been Tittle change in the sanitation sector provision in
recent years, with the overall provision remaining at 43%
since 1980.

The prime organization in Sri Lanka for providing water
supply facilities is the National Water Supply and Dr2inage
Board (NWSDB). This Public Corporation was established in
1975, being formed out of the Water Supply Department of
the Department of Public Works.

The RWSDB, with over €000 employees, is currently
responsible for over 90% of the total investment in the
water/sanitation sector. The NWSDB capital budget was Rs.33
million in 1975 increasing to Rs.1321 million in 1986.
Projected figures for 1987 and 1988 are Rs.1202 and Rs. 1132
million respectively. Foreign exchange represents a
significant proportion of the total capital budget, ranging
from 36 to 68% over the period 1983 to 1988.

Public corporations account for about 50% of the total GSL
capital expenditure. The NWSDB accounts for about 6% of

.the total expenditure on Public Corporations and almost 3%

of the total GSL capital expenditure.

The NWSDB is currently responsible for 250 out of 397 piped
water supply schemes in Sri Lanka, compared to only 96
schemes in 1981. Of the total population of 3.4 million
currently served with piped water, the NWSDB serves 80%.

In the groundwater area the NWSDB had constructed 3744 deep
wells with handpumps by July 1987, compared to 1560 at
December 1984. In addition, the NWSDB has directly
coordinated a further 4000 deep wells and handpumps
constructed under foreign-funded programs . The NWSDB
target is to construct 20000 deep wells by 1995,

With the transition from Government Department to a Public
Corporation, the role of the NWSDB changed substantially,
As a Department, the main responsibilities were planning,
design and construction of water supply schemes. As a
Corporation, with the major role in Sri Lanka for providing
water supply services the main responsibilities of the
NWSDB are operations and maintenance, billing and
collection.
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In support of these main responsibilities are a whole range
of functions such as training; audit; supplies; stores and
procurement; personnel and administration; public
relations; traditional functions of planning, design and
construction of new and rehabilitated schemes.,

The change from a Department to a Corporation resulted in a
major change in emphasis from an organization concentrating
on capital projects to an organization charged with
providing operations and maintenance and commercial
functions in a financially viable'manner. However, this
major transition could not be achieved automatically. As a
Department the organization operated in a reactive
management mode, responding on an ad hoc basis to the
demands for new schemes from the Ministry of Local
Gevernment, Housing & Construction {MLGHC), loca}
authorities and Members of Parliament. This management
mode continued after the establishment of the Corporation
with the result that the NWSDB exhibited ma jor
inadequacies, some of the more serious being:

0 Low erphasis on operations and maintenance,
o No accounting/budget discipline
0 No account taken of financial viability when

selecting schemes

0 No strategic planning
0 No emphasis given to community considerations
0 Continued reliance on GSL subsidies.

These inadequacies were recognized by GSL and the donor
cormunity generally in the early 1980's, particularly by the
latter, with increasing concern for more effective
utilization of foreign funds and the nced to ensure that
only financially viable projects were selected for funding.

. The USAID Water Supply and Sanitation Sector Project was

designed with the express goal of imroving the health and
well-being of the people of Sri Lanka through developing
and improving the institutional capabilities of the NWSDB
and through developing and” improving national health
education, rural sanitation services and community
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participation in water supply and sanitation. In
particutar, the institution deveiopment component, the main
purpose of the project, envisaged the achievement of three
basic objectives, namely reorganizational consolidation,
decentralization and increased emphasis on the proper
operations of water supply and sanitatian facilities.

The project represents the first attempt anywhere in Asia
to implement a conmprehensive institutional deve lopment
programs in a water sector oryanization in a dcveloping
country. The project was designed over the period
1983/1984 by a team of USAID personnel and consultants, in
consultation with NWSDB and GSL officers.

The project agreement was signed in 1984 and Enginecering
Science Inc. (ES) were selected as prime consultants to
implement the project commencing in April 1985,

It must be recognized that despite the initial acceptance
of the project by GSL/ZNWSDE, its design was essentially
carried out under the impetus of the donor. The overall
project period was reduced from the originai esiimate of
seven down to five years, with the actual contract period
of the consultants being fixed at 40 months. In order to
accommodate this rapid rate of institutional deve lopment,
the work programs embodied in the project design envisaged
an agqressive dnplepentation of new procedures, rapid
decentralization and construction of reqional facilities
and demonstration sub-projects and the development of a
major training department within NWSDR with a large cadre
of in-house trainers,

. A review of the project history to date shows that an

institutional development cycle has evolved which is quite
different from that envisaged at the project inception as
embodied in the project design. 1985 was a year of
adjustment, by NWSDB, USAID and ES to the reality of a
Situation where NWSDB of ficers suddenly realized that,
through the project, they were to be subjected to radical
organizational, attitudinal and behavioral changes. This
threat tou the existing order resulted, quite naturally, in
resistance to such change. Bevelopment of new praocedures
was obstructed through delays and the training concept was
completely changed tu an emphasis on OTJ using NWSDB
officers in a training role, assisted by a small cadre of
specialized NWSDB trainers and other Sri Lankan training
organizations. During 1985 the NWSDB Chairman was replaced
and at the end of the year a new ES Project Manager and
Deputy Project Manager were appointed.
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In 1986 there was a beginning of project acceptance by the
NWSDB of ficers. Mutually agreed change strategi=s and new
procedures were developed, and major reorqanizational
changes such as regional decentralization were redesigned
on a demonstration basis. A permanent NWSDB Chairman and
GM were appointed carly in the year and a gradual build up
of confidence was realized.

1987 has witnessed the start of change implementation.
Experience learned from the decentralization/training
demonstration projects have been incorporated into the
overall institutional development strategies, NWSDB
functional area visions have been wutually defined and
performance indicators are in the process of being
implemented,  Basic senior management training courses have
been concluded and there has been a noticeable rccognition
by NWSDB of ficers of the advantages to the organization
which will result from the project. Half way through the
year a new GM was appointed in the KWSDB.

. The more significant project components which have been

implemented to date can be sumnarized as follows:

Reorganization

0 Consolidation of project (Greater Colombo) and
non-project areas

0 Establish of three RSC's and five RO's

0 Major restruccuring of organization involving 55 siaff
Tevels and 76 officers

Structural training

0 Executive management retreat

0 Senior 1 anagement training courses
) Middle management training courses
o OIC training (field based 0JT)

0 Training of trainers

0 Formal courses (over 4000 training man days/quarter in
first half of 1987 compared to 820 in 1985)

0 Two Masters Degree rundidates undergoing training in
public health at tne University of Hawaii
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Integrated training

(o)

(o]

(o]

Day-to-day coaching and Facilitating by consultants
Annual WASH monitoring/evaluation
Task force activities (cost containment, vehicle

allocation, job dvscriptions, ersonnel procedures,
compissioning procedures, ctc.g

Decontra}jga}jg&

o]

o]

Regional offices

Decentralized computerized billing and collecting in
six unit offices in Greater Colombo

Delegation of finapcial and Personnel/sdwinistration
authority

Design, prequalification of contractors and issue of
tender documents for construction of repional
facilities to @ total value of abour usy 2.4 million,
Offices, steres, workshops, laboralorivs, staff
qQuarters) :

Provision of commodities primarily for regional

of fices (worbshops, laboratories, training equipment)
to & value of about USE 1.5 millio., CVelseas and
US$G.S million in-(ountxy.

Dvnonstratinn_rrqifc}s

C

Feasaibility studies for four rehabii, tation sub-
projects Involving water supply Upptading, latripe
construction and health education, (over 2000 latrines
under construction, 209 health volurnteers trained, 126
health volunteers under training)

Operations and maintenance upgrading and staff
reductions in Southern and Central Regions (average
25-30% staff reduction pPlanned in plant operating
personnel)

Computerization of stores inventory st Hend Oifice and
Seuthora Repion
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Computerized in-house billing and collection in
Greater Colombo (billing lag time reduced from 6
months to 30 days in four units and 10 days in one
unit)

Water quality monitoring in the regions coordinated
through a revamped Central Laboratory (163
bacteriological analyses/months during 1987 compared
to almost zero in 1985, Faecally contaminated treated
water samples reduced from 25% in 1986 to 5% in 1987).

Donor Coordination

0

0

\
Project prioritization procedures coordinated with ADB
Financial recovery strategy adopted by 1DA

Collection of Tocsl wuthority arrcars coordinated
through Urban Programe wnit (1DA-funded)

Organization strengthening assisted by IDA/ADB through
provision of local consultants

Organization of foreign donor coordination meeting
(agenda items, include project prioritization,
financial viability, design criteria, equipment
standardization , community participation)

Private Sector involvement

0

Facilities and water supply sub-project construction
will be by private contractors

HWSDB comitment to gradual reduction of direct labor
contracts (average cost over-run 100%)

Poor supervision of private contractors can reverse
privatization advantages (25% of TUA crash metering
programs had to be rectified)
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Strateqic Planning

Evolution from GSL directives in 1985 through
Strategic Planning Committees with MLGHC involvement
in 1986 to current Management Cell with consultant
advisors, Policies developed include project
prioritization, local authority agreements, financial
recovery, amendrents to the Board Act, groundwater
management, etc,

Increasing NWSDB Autonomy

0

0

Personnel procedures

Managenent Cell

Project prioritization based on financial viability
Financial plan

Regional decentralization

In-house public relations unit {complaints reduced
from 10%2 to less than 4% connections)

MLGHC vicekly Monitoring meeting attendance reduced
from 80 to 5,

Financial

0

Financial plan developed and accepted by other donors
(earlier IDA financial plan rejected)

Cost reduction strategy approved (dual electricity
tariff, staff cost reduction of 30% ty end 1988)

Collections increased from 31% operating expenses in
1984 to 72% in 1986 (projected 100% in 1988 compared
to target of 82% by 1995 in original project design)

Budgetary procedures implemented (for 1988 revenuc
budget) based on demonstrated technicai needs.
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Management

0 Increased commitmant to institutional development
0 Establishment of goals for each functional area

0 Development of performances indicators

0 Collaborative work organization introduced

]
0 Improved basic management competence (meetings, time
management, responsibility/de¢legation)

0 Beginning of transition from a personal to a corporate

agenda

Perhaps a unique element of the project is the degree

of formal monitoring and evaluation which has taken
place. In addition to the regular monthly progress
reports prepared by ES, annual evaluations have been
conducted by WASH consultants .n June 1986 and June
1987, together with more training/management -
competence related evaluations carried out in
conjunction with the Senior Management Training
Courses in September 1986, April 1987 and September
1987. A USAID - confidential evaluation was alsQ

carried out by Mr. Gardiner at the end of 1986. These
documents provide an invaluable reference sources on

the development of the project to date.

The project is now entering the critical
impiementation phase where new procedures and
policies, some of which have been tested in
denonstration projects, are to be put in place

throughout the organization. There will inevitably be

modifications required in some areas and intensive

coaching will be necessary to maintain the momentum of
change, particularly for sensitive areas such as cost
reduction and employee evaluation. In addition, there

is an ever-present need for continual on-the-job
training and facilitating in a number of areas,

primarily strategic planning and policy formulation,
financial management, upgrading management

effectiveness generally, and operations and
maintenance.
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A new development which was agreed with MLGHC early
Hovember is the further re.rganization/decentralization of
NWSDB to establish a separate organization for Greater
Colombo as a subsidiary company. This marks a major move
towards privatization and is in accordance with GSL
devolution policy. Continuing consultant assistance will
be essential to develop and implement this development,
which will also serve as a demonstration model for
extending the concept to NWSDB regional organizations at a
later date.

The institutional development of the NWSDB involves the
faplementation of some policies which are at variance with
iocal practice, these relate not only to financial
management (cost control, increased revenue generation,
project viability criteria), but also to sensitive
pecsonnel matters (evaluation , performance accountability,
management effectiveness) and to broader sectorial issues
(community involvement, urtan/rural subsidies, priority
development areas, 0&M efficicency). As noted earlier in
relation to setting up a subsidiary company for Greater
Colombo, the reorganization is still evolving and active
consultant assistance will be required to assure the
success of such changes.

The consultants are now acting as chanqe agents, having
gained the confidence of MLGHC/NWSDB of ficers, and in the
atmosphere of mutual cooperation the project is
progressing. In addition, members of the consultants' team
are also involved in high level MLGHC and donor
policy/implementation committees, and are thereby able to
provide feedback on GSL/donor priorities to the project,
and to highlight achievements and problems of the NWSDB
institutional development project to MLGHC/donors. It will
be some time yet before the NWSDB will be in a position to
totally take over the upgraded organization and manage it
successfully so as to withstand the varied pressures to
revert to traditional ways. Once the new policies and
procedures have been seen to work and are accepted as
standard practice, the project will be completed.
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IV. STATEMENT OF WORK

The evaluation should answer the following questions,
ennumerating clearly conclusions and the evidence on which
the conclusions are based.

A. Has the institutional capability“of the NWSDB to
provide reliible sources of potable water to the people of
Sri Lanka been strengthenced?

l. Overall Organizational Structure

a. Has the revised Table of Organization been
established and key positions staffed?

b. Have job descriptions been prepared? Have they
been used to recruit quality staff?

C. Are NWSDB units being established and staffed
as planned?

d. Is there a move towards consolidation of
project and Non-Project Areas?

¢. Are improvements being made to facilitate
Cutkutiication and courdination?

2. Decentralization

a. Has a special regional incentives packages
been developed and put into effect?

b. Is the number and quality of NWSDB personnel
at the regional offices increasing?

€. Once recruited and assigned to regional
offices, is NWSLB able to retain staff? How
can the special incentives packages be improved
to incredase retention?

d. Has substantive authority been delegated to the
regional office? Have regiona) authorities
exercised the authority given to them? Is
there a reduction in the number of decisijons
referred to the Central Office that concern
regional matters?
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e. Are local representatives beginning to direct
more of their requests to the regional staff
rather than directly to the NWSDB Chairman or
General Manager?

3.Strategic Planning

a. Has a strategic plan been established and is
it being followed?

4. Management Information Systems

a. What progress has been made in designing and
implementing the Management Information system?

5. Supplies, Stores, Tenders and Contracts

a. Are improvements in efficiency of tender
preparation and evaluation and sub-contract
management occuring?

b. Has a manual for supplies and stores been
developed?

c. Have the regional stores been constructed and
stocked?

d. Are the regional stores continuing to function
over time?

e. Are stores serving NWSDB's operations more
efficiently?
6. Personnel
a. Has a personnel policy manual been developed?
b. Has a manpower plan and procedures manual been

developed? Is this reviewed and revised on a
regular basis using existing manpower data?
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c. What percentage of persons in managerial

7.Training

8.Capital

a.

positions have administrative/managerial
backgrounds as opposed to strictly engineering
backgrounds?

. Has NWSDB reviewed salary scales and upgraded

salaries or established salary supplements to
be more competitive?

Are training plans bated on the assessment of
needs?

. Has a core curriculum been developed and put

into operation? Has the current curriculum
been expanded and revamped?

. Is the size of the training staff adequate to

meet the training needs of NWSDB?

. Have trainers' skill been upgraded and are they

applying new methodologies? ,

. Are trained empioyees applying the skills they

acquired during training? Has this resulted in
improved job performance?

. Has the skill certification program been

developed and installed?

. What progress has been made in building and

equipping the Central training facility? What
progress has been made in adding regional
training space to Regional Support Centers?

Facilities

a.

Is an organized approach being taken in
planning for expansion and rehabilitation
of facilities?

Is there an increase in the number of water
facilities being constructed or rehabilitated
serving as on-the-job training models for NWSDB
staff?
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c. What progress has been made in extending
coverage to the population of Sri Lanka?

9. Operations and Maintenance

a. What progress has been made in building and
equipping the regional labs?

b. Is there a shift in workload occuring from the
Central to the regicna’l labs to allow the
Central lab to focus more on other areas?

c. Is a preventive maintenance program established
and operating?

d. Is there evidence that NWSDB is providing more
reliable water service and safer water to its
customers?

e. Is there a special awards program for
excellence in 0 & M? If so, how many such
avWards have been given, and how are they
distributed over the regions?

10.Financial Viability

a. Is KWSDB's ability to pay for its own
operations increasing?

B. Have appropriate links been established among the NWSDB,
the Ministry of Health, local government authorities and NGOs
to support a combined effort for safe water supply and improved
sanitation practices?

1. Relationship/Coordination of MOH with NWSDB

a. To what extent does collaboration between MOH
and HWSDB exist at the community Tevel?

b. Do the PHI's activities reflect an increased
role in enviropmenta] health?
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2. Community and Local Government Particiﬁation in the
Various Aspects of Obtaining and Using Safe Water

a. What is the balance of projects emanating from
the Gramodaya Mandalaya with those from higher
levels of Government?

b. Is the level of participation of Municipal,
Urban and District Development councils
in the operations, maintenance and payment
for systems increasing?
'
What changes, if any, are occurring among the target
beneficiaries at the community level that may be related to
water and sanitation?

1. Sanitation Practices Health Changes

a. Are sanitation practices changing at the
household level?

b. Is there a decrease in the incidence of water-
related diseases?

2. Water-Related Income-Generating Activities

a. Since the project's provision of-an-imroved -
water source have any water-related income -
generating activities developed?

D. Assess the performance of each of the organizations (ie.
Ministry of Local Government Housing and construction -
MLGHAC), National Water Supply and Drainage Board (NWSDB),
USAID, Engineering Science Inc (ES), etc. involved in
implementing the project?

What have been the strengths and weaknesses of each?

a. How well have the contractors (ES and WASH)
fulfilled their scope of work?

b. How well have the GSL and USAID monitored the
project? Were sufficient resources devoted
to monitoring?
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¢. Was communication between these organizations
satisfactory? Did it improve after the two
WASH evaluation workshops?

E. Has this been an effective and useful project?

a. Was the design or strategy appropriate for the
project purpose and goal?

b. Were the assumptions specified in the logframe
correct? Were there other important assumptions
not identified at the time of project design?

c. What are the major problems (and strengths) in the
implementation of the project? How can the
performance be improved?

Are there any recommendations for any of the involved
parties concerning the continued use of the assets created
under the project? Are there any important lessons learned
from this project that would be useful in designing or
implementing a similar project in Sri Lanka or elsewhere?

V. Methodology -rnd Procedures

The basic methodology is (1) to compare the project design
(planned strategy, inputs, outputs, and purpose) with the
actual implementation and accomplishment of the project, and
(2) to specifically compare the institutional strengthing of
the NWSDB and the community and Local Government participation
in the various aspects of obtaining and using safe water with
the standards agreed to under the project and with other
standards the evaluator believes suitable to the situation,
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In making these comparisions, the evaluator will review all
major project documents and files, make site visits to examine
construction, and interview key actors in the project (e.q.
NWSDB and GSL officials, USAID staff, the ES contractors and
the other donors). The evaluator will determine the
appropriate methodologies for examining the institutional
strengthening and .the community and local government
participation and specify the methodologies used.

A1l project documents and files in USAID, ES, NWSDB and WASH
will be available to the evaluator. Documents relating to
project design and plans include the projegt paper, and the
project agreement. Documents related to project implementation
include all other project files, monthly progress reports,
project implementation letters (PILS) exchanged between USAID
and GSL and the WASH monitoring and evaluation reports.

This information will be supplemented by discussions and
interviews with the key NWSDB, MOH and community
representatives; and site visits and observations of selected
NWSDB facilities and operations and sub-project target
cormwunities.

The evaluation team will work out of the hotel in Colomho, as
USAID is not likely to have availahle office space. The NWSDR
Office is located at Ratmalana, souti of Colombo, and can be
reached from Colombo in less than 45 minutes.

The team shall use funds provided in this budget to arrange-for
car rental, micro-computer rentals, office materials, report
reproduction, local secretarial support, office space in
Colombo, and any other miscellancous expenses.

The evaluation is planned to include 24 work days incountry
beqinning on or about February 4, 1988. A period of two days
will be allocated for the initial briefing and preparatory work
in Washington DC.

In the evaluation report, the evaluation team will distinguish
clearly among their findings (i.e., the evidence), their
conclusions (i.e, interpretation and judgements) about the
findings, and their recommendations. Clearly indicate the
agency or office responsibTe for implementing recommendations.
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Team Composition

1.

The evaluation will be conducted by a veam comprising
of three members. In addition, NWSDB will be invited

to participate in any major interviews or discussions.

However, the preparation of the mid-term evaluation

report is the responsibility solely of the team leader.

The mid-term evaluation team will include the
following expertise:

Organizational Development/Managelent Specialist

with prior experience in evaluating the institutional
aspects of operations and management of public sector
organizations in developing countries. In particular,
an appreciation of the public sector constraints which
mitigate against cost effective operations would be
desirable. This individual should also have expertise
in evaluation methodologies, including both
representative sampling and survey techniques and
rapid Tow cost approaches.

Financial Manaqement Specialist

familiar with Local Government and public sector
financial mechanisms, including revenue collections,

—budgeting, accounting and audit procedures. This
“individual will be familiar with financial planning

strategies and welfare/cross subsidy policies in
public sector oraanisations.

Water Supply Engineer

with extensive expertise in the design, construction
and evaluation of water supply systems in developing
countries, and previous experience conducting rapid
reconnaisance studies of water supply services. This
individual will be familiar with the Sri Lankan
concerns on engineering and technical performance of
water supply systems.

The Organizational Development /Manage.nent Specialist
will be the team leader and will be responsible for
coordinating inputs from other team members into a
cohesive, integrated evaluation.

Services of the evaluation team will be required for
28 working days including travel. The team is ’
expected to work the hours that are necessary in order
to ?ogplete the evaluation within the stipulated
period.
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VII.Reporting Requirements

The Team Leader shall be responsible for submitting a draft
evaluation report no later than 15 working days after the
evaluation team has bequn work. Review comments will be
given to the evaluation team, within 3 working days of
submission of the draft. Thirty copies of the final
printed report shall be submitted to the USAID project
officer prior to the departure of the team from Sri Lanka,
The report shall address all questions contained in the
Scope of Work and shall include but not be limited to the
following sections: '

1. Title page.

2. A Basic Project Identification Data sheet (outline
attached attachment..)

3. An executive summary. (This section will be used for
the agency's computerized record of evaluations, so
must be able to stand alone as a separate
document. It is limited to 3 pages, single spaced,
and should contain all elements required on page
25 of the attached ANE Bureau Evaluation
Guidelines.)

4. Table of contents.

5. List of Acronyms.

f. The body of the report (limited to approximately
30 pages with any especially lengthy analysis or

* ~listing ‘of data-placed in the Appendices). -

7. Conclusions and Recommendations

8. Any useful appendices {including the
evaluation scope of work, the logical framework
with indications of any other methodology used in
the evaluation and a bibiliography of written works
consulted.)

A1l copies of the draft report shall clearly be labeled
“DRAFT". The title page of the finai report shall include the
following disclaimer: "This report presents the independent
findings and recommendations of an evaluation team. It does
not necessarily represent the official views of the Government
of Sri Lanka or the Agency for International Devalopment"

A debriefing will be scheduled at USAID around the time of the
submission of the draft report. A similar debriefing may also
be scheduled in Ratmalana at the National Water Supply and
Drainage Board.
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VII. Relationships and Responsibilities

The evaluation team will report to the USAID WS&SS Project
Officer and is responsible to him for completion of the
evaluation activities. The AID/W Backstop Officer for the
evaluation team will be the ANE/PD Officer responsible for Sri
Lanka.















APPENDIX V
Table 1

Summary Cost Estimate and Financial Flan ($ 000s)

Water Supply and Sanitation Sector Project

(383-0088)

Item/Sour ce AID GSL Project

Total Total
Grant Loan Total

Technical Assistance 4,810 - 4,710 - 4,10
Training 115 155 570 10 610
comodities - 2,235 2,235 1,560 3,795
Facilities - 1,700 1,700 1,650 3,150
Construction/Rehabilitation - 2,910 2,910 2,450 5,360
Rescarch Stulies 75 - 7% - 75
Recurrent Costs - - - 1,600 1,600
TOTALS 5,000 7,300 12,300 7,300 19,600
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