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13. SUMMARY - U1C project was to GOC indesigned assist the 

carrying out its urban sanitation activity of its "ealth Sector Lnx't-s1

ment Program". 
 The A4It B-ati supported INSFOPAL's investment
 

in selected water sewer
and systems in smaller and intermediate cities.
 

The primary objective of the loan was improve
to health status with the
 

provision of adequate sanitary services 
 to the lower income groups.
 

Secondary objectives included: (a) forming community sanitary systems
 

to encourage local responsibility for reaching solutions to sanitary needs, 

(b) providing adequate users' charges for operation and expans ion of
 

sanitary systenmis, (c) improving planting for inve s tn ent 
projects, and 

(d) imprving sanitary service and financial levels to a poiiit where the
 

systemis would 
be capable of receivino na ti(mal and international loaans. 

The project has bteen successful in ac1hieving th majo'ity of its goals 

and objectives. While it has proven difficult to quantify the iprovement 

in the health of the target group as a direct result of clean water, there
 

is a strong general impression that dise,se 
has beel reduced. There is 

no doubt that the quality and provision of water in the cities served by 

the project have been substantially iinpr ave and the administration of 

the water supply agency has also been markedly improved. 

However, the future of the cities served by the loan is not bright. Population 

growth is exceeding the rate of expansion water andof the sanitation 

systems. 'The GOG aware the problemis of but has assigned its develop

ment priorities elsewhere. 
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The loan faced extraordinary bureaucratic delays in initiating opera

tions. Although the L,,an AgreenICnt was signed in D)Xc cLLibcr 197 ,
 

the first dimburomn 
 t was not made until April Z9, 1,0t), Una yuar
 

was needed 
to legalize the loan documentation within the GOC. Further 

delays were caused by the need to establish seperate contracts with
 

each municipal water utility which was 
assisted. During the life of the 

project 64 seperate contracts were signed each of which required the
 

signature of the President of Colombia 
 Fortunately, the im plemnenting 

agency, INSFOPAL, was hard-'orking, capable and enthusiastic in
 

initiating and pushing the hundreds 
of seperate documents required
 

through the maze of the 
Colombian bureaucracy. 

14. FVAL,UATION METHODOLOGY - Describe the methods used for 
this evaluation. 

The present evaluation is based ulpon the quarterly report data secnt by 

INSF'O-'AL to AID according to Inplementation Letter No. 7. The 

following have been the information sources for this evaluation: 

I) llanning Office INSFOPAI :
 
(Pedro Peiuela F'resneda)
 

2) Financial Division INSFOPAL 
(Eduardo Ioyos Marti'nez - Dario Pirnienta) 

3) Quarterly lRe'ports for AID Loan 514-U-076 prepared by INSFOPAL 
(llanca Delgado de Reyes) 

4) Ammal Report 1976 for AID Loan 514-U-076 prepared by INSFOPAL 
(l3lanca Delgado de Reyes) 
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5) Report ''INSFOPAL's fulfillments \,ius t 7, 1974-lDecellber 3 1, 1976': 
(Revision done June 30, 1977) (Gustavo Dajer Chadid)
 

6) Report ''INSFOP1AL' fulfillments August 7, 
 19 7 4-December 31, 1977'': 
(Alfonso Araujo) 

7) Technical Assistant Division INSFOPAL:
 
(Antonio Fri'as)
 

8) Sanitary Division DNP:
 
(Luis Mario Barrera)
 

15. Documents to be revised to reflect decisions noted page 1 - NONE 

16. Evaluation findings about EXTER, NAL FACTORS - Identify anddiscuss major changes in poject setting which have had an impact on
the project. Examine continuing 
 validity of assumptions.
 

a) Internal loans between 
GOC and INSFOPAL which were required by
the Finance Ministry (MOH) and Contralorfa General de la Republica 
(c(;). 

b) The disbursement system through the '"Tesoreri'a General de ]a
Nacin''. This meant that the following institutions had to supervise 
any disbursement: 

1) INSI"OPAL 
2) I)N1
 
3) MOI
 
4) Contraloria 
General de la Reptiblica
 
5) 'es or e r ~a
 

The five entities mentioned above required 10 different procedures 
in order to approve a disbursement. 

c) Recuperation Contracts already explained under item No. 13. 

17. Evaluation Findings about GOAL/SUBGOAL - Not only has the 

project succeeded in achieving the objectives and goals listed in the 

project palPer, but it has been very successful in establishing the basis 

for a continuing sanitation program wivth financing from sources other 

than AID. As a result of this project and a previous AID loan, 514-U-068, 
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INSFOPAI has established a Revolving Fund which is recovering part 

of the funds inventad In boh 1oa, 'Flip lRecuperation GontraROt signed 

with each municipality participating in the potable program generate 

12% interest payments and are redeenmable wit1hin years.20 Repa yments 

from these contracts are being used to finance other sanitary contracts
 

in towns siznilar to those assisted under 
the AID loans. In addition,
 

utilizing the experience gained under 
the AID project, the imnplelientin
 

agency, INSFOPAI,, has 
 succeeded in developing and impl'nmenting a
 

US$36 nillion dollar project with 
the World Bank; i . developing an
 

additional M1I{DI. project for 
US$39 million; and, is also developing a
 

US$21 million project with the IDB. believe
W(- the m.ultilateratl ,issistance 

which has been recciv,.I is a direct resu:Illt of the technical assista ce,
 

experiencee and training 
which INSF10,AL received frw ii tl AI) project. 

The objectives set forth in the Project Paper are outlined and .is cussed 

below: 

17A Objectives: Impro)ve Iealth Status. 
Idicators: Increase population served. 

C.riter ia for"Sub- ro cct Evaluation: Substantial progress will be
made towards providing service to all potential users. 

Project funds were used to finance sanitation works in 271) small towns. 

In addition to improving the quality of the existing systems, 53, 000 

new users were provided clean water and 159,000 new users were 

provided with a sewerage system. 
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171 	 Tineperlid to achieve coverage.
 

''A specific schedule in terms 
of time and disbursements will 
show if coverage is to be achieved without undue delays.
Financial and physical inputs are to be scheduled adequately 
to aclheve coverage 

Initially, F. period of 24 months was planned for the im plementation of
 

the Project, 
but the period was later increased to 36 months due to the 

lengthy procedures required for approval of the "recuperation contracts" 

Project funding was disbursed as follows: 

CY 1975 C.y 1976 CY 1977 TOTAL 

AID 0 2. 59 4. 89 7.48 

GOC 3. 61 2.99 1.36 7. )6 

15.44 Total
 

Dollars were converted 
 to pesos for local costs at the following rates: 

1975-30. 9; 1976-34. 7; 1977-34. 8. 

The pr:)ject description programmed INSFOPAL's expenditures at Col. 

$860 million for life of project. Instead, the actual INS FOPAL contribu

tion exceeded original projections, and the final amount disbursed vias 

Col. $1, 509. 23 millions, excluding INSFOPAL's administrative costs. 

We can conclude that financial as well as physical objectives were 

reached. The principal delays to the project were caused by the 

cumbersome bureaucratic procedures peculiar to the Contralorra and 

the Ministry of Finance, and not to difficulties or delays in construction. 
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17C Quantity of sanitary services (anioufnt and reliability) and 
quality of sanitary services. 

''Analysis is to ahow cleaily th- capblb Ity to Pvrivitlh | I ntil y(lilers Pet Captta) and reliability In both tource and dintl'but.,2Quality requirements must fulfill Colombian and international 
standards for under-developed countries. "
 

Although project funds were used efficiently anl economically in that
 

the sanitation 
s ystems constructed were well made, the cities in vhich
 

they were constructed still 
do not have an adequate supply or quality of
 

water 
according to international standards. The supply of water per
 

inhabitant per now
ciay ranges between 0) and IN Ii ters, wherea s
 

international standards require [50 liters 
per inhabitant per day. While
 

a great deal was accomn plished, miuch remaniis to be done. The size of
 

the Lisk in provi(ing international levtls of sanitation to Colombia's
 

small cities is enormous. 
 The amount of funds required to rar. y (ut
 

the ta;k is equally elormus. Conside ring 
 the aZmount of funds programmed 

for the project, suggesting that quality requirements reach international 

standards was not realistic given the need to ech as many pe pe as 

possible with st.lC foriI of ii provei e lb.wever, thet project could 

have concntrated r('S (ILICCS On f01ew,.r cities. This would have meant 

providing water sys tens to areas which the GOG jud ed lacked sufficient 

regular resources Imlonthly waterto pay bills regularly. 

Consequently, on'y those inhabitants with regular salaries are presently 

receiving water systemus. This is not to say that only the rich are 
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receiving water. The average family income of water users is 

approximately $100 per mlonth. lut, withi Fo many potential tlu( rA 

with demonstrated ability to pay still outside the system, the GOC 

believes it is more economic to first serve those who can repay the 

investment an pass on the proceeds to other water projects. We 

believe that this is a rational water policy. 

17D Unit Costs per person in providing sanitary services. 

"The unit cost per person must be minimized to achieve maximum 
coverage with limited rosources. As an upper limit, unit costs 
are to be equal or close to unit costs realized in similar types 
of sub-projects. 

-ihe improvement works done during the project were: a) Providing 

sanitary services to cities which did not have such services; 

b) Inprovenents (enlargements, repairs, optimizations) of sanitary 

services in cities vhich (lid not have a complete service according to 

the quantity and quality of the services supplied. Under these general 

sanitary characteristics, we can conclude that the average investment 

per inhabitant benefited was US$5. 91 (taking an investment of US 15.44 

millions and a total population of 2. 612 million inh-thitants). 

For the design of the sanitary works, INSFOPAL has improved its 

technical capacity. Since 1973, INSFOPAL has received technical 

assistance from PAl-O under IBRD financing. Water treatment designs 

were standardized to reduce the cost of the project and maximize benefits 
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for the funds invested. For the water project design, tile introduction 

of the 'cost effective survey' was very imporlant in selecting the lhast 

cootly mothod of providing the water system, WIHO/PAIJU etluJI1de j' 

that the investment in irmproving the sanitary systems, in the Americas, 

for populations sim ilar to the ones of the Project AID- GOC, should be
 

approximately 
 US$2. 05 to US$6. I pIer inhabitant/per year. Analyzing 

the data obtained within the AlD-GOC Irogramii, we estii nate a cost of 

US$1. 97 per inhabitant/per year, which shows thIat the investnments 

were reasonable. On the other hand, they reflect the great in,.'vestments 

needed in the near Mitore in rder to service the vast population without 

potable water. 

17E rOVvide Salnitarv Srlvice.s AnCom'e1.()1, GrOsL)s 

Coverage is t.)be ('.lOcenltralcl in cilis of !,%w ilncoline and/or 
illareas wIlt re ili'IC Ie g mo sl ese .. 

The project bene.fited lw incolm, citit,s (-f thc 'o!lowin sizes: 

Cities W)t twcli ., 40101)to 00),0(}nhhalnitI;s:0 


C Lit.es letwe, ' 1 1), 0( ) , "' ,' ) i 111:1itanllt.s: .'.2'i 
Cities ),'Iweune ., t"1110,,4) 1 inkilmUtAnts: 1 0 
Cities with m ,r, than 5), 00)) iiihao tants: 

Cities with ld c ntinmps problens f sanitary services were benefited, 

such as Sincel,..j, l'vigdo, l)os Qi'br/idas , lnt aventurla, Bello,
 

Itagur and Barrancabe-reja. These cities are notorious in Colombia 

for their saiitary problems. While it was not possible to measure the 

exact incomes of all tile users benefited by the project, we do know that 

the cities and areps selected were those of low income. 



for the funds invested. For the water project design, the introduction 
of the 'cost effective survey" Was very important i selec ting the loastCoutly nit-1l of providing tihe water syst1e, WIIO/JAIIO 
that 

eujl1ltlv 1,$*n investment in improving the sanitary systems, in the Americas,for populations sililar to the ones of the Project AID-GOC, 
beshould

approximiately US$2. 05 to US$6. 11 per inhabitant/per year. Analyzing
the data obtained within the AID-GOC Prograill, we estimate a cost ofUS$1. 97 per inhabitant/per year, which shows the investm(ents 

e reai*s on ble . On the other hand, they reflect the great inestments 
needed in the near future in rder to service the vast population without 

potable water. 

17,F rovide SaInita Servicesto, Low Income Grous
 
"Co(verage 
 is to 1)e concetrated in cities of low inonin ateas NWhere low income groups 

e and/or 
reside. "
 

The project benefited low 
income cities of the following Sizes: 
Cities between 2, 500 to 10 000 inhabitantsCities betwe( (2,to 25,)0,000000 inhabitants: 223%
 
Cities between 
25,000 to 50, 000Cities with inhabitantits: 

more than 12%,50, 000 inhabitants: 
3%

Cities with old continui)ou
1 s PtOble-Is of sanitary services were benefited,

such as Sincelejo, I-nvigado, Dos Quebradas, Buenaventura, Bello,
Itagurand Barrancabermleja. 

These cities are notorious in Colombia
for their sanitary probliers. While it was not possible to measure 
exact incomes of all 

the 
the us'ers benefited by the project, we do know that

the cities and areas selected were those of low income. 
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17F Tariffs and ins ta la tion charges are to be establisheid as muchas practical at levels appropriate with user s incomes. 

In all the cities under INSFOPAL's supervision, subsidized rates were 
charged for the services. INSFOPAL has a permanent office (Tariff 

Bureau) that is ContinuouSly reviewing and renewing the tariffs. But 
the approval of these tariffs depends upon DNP (National Tariff Board) 
and not INSFOPAL. Many times DNP does not authorize the increase 

of the tariffs considering the low incomes of the cities affected; without 

increased em ployment an increase of the rates would nean very high 
defaults. This m eans that the rate for nmost of the cities nmust be very 
low (less than US$1. for5 15 M 3 /'month) and that INS PO!PAL in order 

to maintain the sanitary services has to be subsidized, which weakens 

its ability to fina nce newv systems.
 

The rates in the 
cities included in the Project are as follows: (monthly 

rate for 15 M 3 a m1onth)
 

- Maxinmur 
 rat,: US$3. 25
 

- Minin tur rate: US$0. 
 19
 

- Average rate : US$ 
1.42 

Between 1975 and 11977, in the 457 cities included in the INSFOPAL area, 
tariffs were reviewed and increased in 2 )79cities (61",',), representing 

an average of 93 cities reviewed each year by INSFOPAL,. 
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17G l"orm Self-Ad 1ministrating Local E-ntities
 

'"'h1 - financial capalility (if the 
 local entity will be sufficient III 
cOt~V0 I.pipl-timnal costs. 

With the exception of those low-income cities without employment sources, 

INSFOPAL tries to have all entities cover operation costs and provide
 

some profit margin in 
order to increase sanitary services. In the recuper

ation contracts , the cities are going to pay INSFOPAIL with the following
 

res ourc es:
 

a) Their own resources gene raejd by sale of service s.
 

b) Contributions made 
 by mumicipal ;and dh'pa'rtcnti! Lvvernmeents
 
(generated by liqur;, 
 ciqartt s ail cal state tax,.sj.
 

r,., ht',
171f Y-ro vi A\,j,, : t, i ff.,f.i ':r II , i I
of th Sanitiv U s""'w,' ,i i :;: 
 n ,t', ,4 . it .-- C r nm O MZi.-.. 

r.I ... .....'' . . ". _jI I,, .... it' . . i 1 -I ,< r iri 

schecdu es( m, \,', i( i Ir ', ': r'. A ll ,. ' 1.11 aijld b . ilrclud,,d 
such as iL.t ''liri pt ut . r:I rt" ,IA,I i t , 

W hile the general p ,ii.), f I ,%.';,(;l .Si ,' is I,) all'wx cv,r- (.it, t') be their
 

own nanager l)r'CLm 
 , Q tet n ',ssiy ,f decentrali;,ing control, their
 

financial, administr, 
tiv. amndIolpnratitmal .status have been reviewed.
 

This work has )t.cll (iu ,;inc'v 197', by the 
offices of 'e, -nical Assistance 

for J,,,it Organizatio ns. 

In this office, there are irpri than 30 professionals in the following areas: 

financial, administrative, operational and mhaintenance of sanitary systems. 

A financial and operational review of the status of each city 's water utility 



- I I 

is made followed by recolminendations for improvenent. I'ater, this 

office follows up the imiplementation of the recommiendations. 

A positive aspect of the ''Recuperation Contracts" was the requirement 

of the cities had to be completed. Thisthat a very detailed analysis 

a great deal to water utility organization.analysis has contributed 


171 INSFOPAL Financial Investment Terms.
 

"Considering prog rammed tariffs, income , costs, and profits,
 

INS FOPAL investment slhould be appropriiate in terms of subsidies,
 

and/or repaymnent requireinents.
 

No. 2804 of 1975, INSFOPAL has two types ofAccording to Decree 


investrncnts:
 

a) Loan, and
 

b) Donation to comnunities or locations with low income.
 

towns selected thatIn the case of the "recuperation contracts" were 


repay to INSI OIPAL the invcs tlneut at an annual rate of

could afford to 


12%, with a tcrin of Z0 years. ('Iodav in Colmilbia, such ,alow rate is
 

and 
a "gift' m ladepossible by the low rate of the Ina1n , All), 2$",, 3%). 

for sanitary projects in Colombia are scarce.Financial sources 

INSCR EDIAL, and some private banks , such as Cafutero and Colombia, 

10 year term s with interest rates higher thanlend m oney at. less than 

I 8"/f. Further, even these high interest loans are very limited and the 

area covered by INSFOPAL have few possibilities tocities within the 


obtain these loans.
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Criteria a3L_Sanitary Systcn 

"Syst2I..n linear conponent capacities are to be compatible and 
adequately planned so that service levels can be reached without 
expensive excesses or 

17J nesig. component capacity. 

shortages in the various components of 
the sanitary system. " 

The design patterns used by INSFOPAL are oriented towards the construe

tion of systems for 
 30 year periods, but in "stages" according to the
 

increase of the projected needs.
 

18. E'valuat.ion findings about PURPOSE - Quote the approved project 
JfI r.pos c. 

The principal purpose was to imoprove the sanitary conditions in the towns
 

included under this project. While 
we believe this has been accomplished
 

it is not possible to quantify because 
of lack of data. An important 

indicator was the reduction in gastro-intestinal diseases among young 

children, but due to the current lack of data (there are no statistics 

available at the Ministry of Health for years 1976 and 19177) it is not possible 

to quantify the benefits obtained. 

19. Evaluation findings about OUTPUTS and INPUTS - Note any particular 
success or difficulties. Comment on significant manavec nt experiences
of host contractor and donor organizations. Describe any necCssarg_ 
chanjes in schedule or in type and quantity of resources or outputs 
needed to achieve project purpose. 

Difficulties related with program implenmentation are explained under items 

13 and 16. In relation to the amount of financial resources that should be 

applied to sanitary programs in the area of INSFOPAL in Colombia, the 

following goals (with acceptable levels of quality of the services) for 1980 

were agreed upon in a meeting held in Santiago de Chile (Oct. 1972): 
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Coverage water system 80Y 

Coverage sewerage systemn 55% 

This goal pertains to those cities between a population of 2, 500 and 

100,000. 

At first glance the water and sewerage coverage in the area served by 

INSFOPAL, cities between 2,500 and 100,000 people, does not appear 

too far from the ideal goals set forth in the Chile sanitation meeting. 

The actual coverage in the INS]?OPAL area is 74, of the population is 

being provided water and 43/o of the population is served by a sewer 

system. lowever, the situation is not as promising as it appears. 

First, the water provided to the 74% is not good quality. Perhaps 35';'( 

are receiving potable water. Second, the rate of population growth is 

surpassing the rate of expansion of the sanitation systems. This means 

that at the present rate of investment in system expansion the percentage 

of population receiving water and sanitation services will decrease. 

In order to provide 80% of the population in its area with water, INSFOPAL 

would have to invest US$430 million. lHowever, the amount available 

between now and 1980 is US$1 97 million, including investment from BID 

and the 1131. The Colombian government is aware of the problen, but 

has given investment priority to other sectors of development. 
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21. Changes in Design or Execution - Lxplain the rationale for any
proposed nodification in project design ur execution which now 
a2pear advisable as a restilt of the preccdin2 £lldinj (itourin 16to ZO above) and which were reflected in one or more of the action 
decisions listed on page I or noted in Item 15 on page 2. 

Any program to be executed in Colombia must consider (during the 

design stage) the bureaucratic procedures involved in project implernenta

tion. 'rhe project must be desigtied to avoid formal inter-agency involve

ment with the subsequent need for nmulti-agency approval of all actions. 

The failure to take into account the results of inter-agency involvement. 

on this project resulted in a two year delay in implementation. 

It is recommended that in the case of a similar program, that the loan 

be negotiated directly with the Implementing Agency. Also the tinge 

required to complete conditions precedent should be carefully oxarmined. 

While this loan was originally scheduled for 2- mionths , completion of one 

of the conditions precedent, establishennt of a "recupcration contract' 

required 12 months. No loan funds could b disbursed nor could the project 

be impleinented until the contract was in effect. 




