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1. Introduction

In the framework of the 7th and 8th European Development Fund (EDF) National Indicative Programmes (NIPs) under the fourth Lome Convention, the Commission of the European Community and the Government of Samoa agreed to allocate 85% and 95% respectively of programmable resources to the support of economic and social infrastructure in rural areas.

To address identified needs in the water sector detailed technical designs were completed by the consulting firm RKL in association with GMA, architects and engineers, for the improvement to water supplies on the two main islands of Upolu and Savaii, NW Coast Upolu and SE Savaii Water Supply Schemes. In these areas the water supply systems were fragmented and in poor condition, supplies being limited to untreated water available on a non-continuous basis.

A financing agreement for Euro 15.6 million was signed in August 1998 to fund a Rural Water Supply Programme to improve the basic living standards of rural populations in these two distinct areas of Samoa by ensuring a continuous supply of treated water to village households. The specific focus of the project is the rehabilitation of the existing water supply system. In January 2001 the Commission agreed an additional Euro 3.12 m from the 8th EDF (NIP) resources for Samoa to increase the project ceiling to Euro 18.72 m.

Within the terms of the Financing Agreement an independent end-of-project evaluation was envisaged. It is intended that such an evaluation be implemented now.

2. Objectives of the Evaluation

The objectives of this evaluation are to determine the relevance, efficiency, effectiveness, impact and sustainability of the substantive outcomes (intended or not) from the Rural Water Supply Programme to date, and to make recommendations for enhancing the impact and sustainability of the project in the future.

The expected output of this evaluation is a report with an assessment of the programme’s relevance, efficiency, effectiveness, impact and the sustainability of achievements together with recommendations for any future actions necessary to ensure the realization of anticipated impact and sustainability.

3. Background

Samoa is a small archipelago consisting of two main islands Upolu and Savai’i and five smaller islands, comprising a total area of 2,820 square kilometers. The population is estimated at 176,000 with about 21% of the population living in the capital Apia.

Samoa has made good progress in the past decade in economic and social development. The second half of the 1990’s was characterized by relative prosperity based on strong performances in fisheries, tourism, commerce, transport, communications and construction. Despite the relatively stable macroeconomic situation, as a small country, Samoa remains vulnerable.

The Government recognizes the need to ensure the benefits of economic development are shared equitably between urban and rural populations. Consequently the Government has prioritized revitalization of the village economy as being central for spreading the benefits of prosperity to all parts of the Samoan society. The strategic direction for the development of the village economy is to encourage greater production in the agriculture sector and the establishment of more village-based industries and services. Improvement in the social and economic infrastructure in the rural areas is essential to achieving these objectives.

Under both the first and second financial protocols of Lome IV (EDF 7 and 8) the sector of concentration for Samoa was defined in the National Indicative Programme (NIP) as “economic and social infrastructure in the rural areas”, and within this framework the Rural Water Supply Programme was approved.

The objectives of the RWS Programme is to improve the basic living standards of rural populations in two distinct areas of Samoa by ensuring a continuous supply of treated water to village households. In addition to the more obvious benefits to those households of a constant water supply (reduced labour, particularly for women and children), the programme aims to reduce the current high incidence of waterborne diseases in the areas targeted.

The purpose of the project is the rehabilitation of the existing water supply system in the most populated rural areas of each of Samoa’s two main islands. To achieve the project objectives the works constructed on both islands include new River Intake Structures, four kilometers of new raw water supply mains, two Slow Sand Filter Water Treatment Plants, two major storage reservoirs (10,000 cum & 8,000 cum), 15 Borehole Supplies, 130 km of Supply Pipelines, Disinfection Facilities and 15 new Contact/Storage Tanks. In addition  000 domestic water meters have been installed with household connections.

Samoa Water Authority has overall responsibility for the programme  and the construction of the rural water supply schemes has been implemented through a Works Contract by the Danish company Pihl/Rorbyg Joint Venture tendered under international competitive bidding procedures. Under the programme, a Project Management Unit (PMU) has been established under a separate contract with Montgomery Watson Harza. The PMU have responsibility for directing and monitoring the construction work and providing training for SWA staff.

The project should supply 4500 customers in Upolu and 2000 customers in Savaii. Serving approximately 46,000 people which is over one quarter of Samoa’s population. Substantial completion of the works contract was achieved in December 2003 in line with the contract performance period.

4. Issues to be studied

The evaluation should cover all relevant activities and results achieved by the programme to the present date, and also the impact and sustainability in the country.

Specifically the evaluation will focus on:

· An assessment of to what degree the project has succeeded in its purpose of  “replacing the current water supply system in the West and North-West of Upolu, and East and South-East of Savai’i, with systems which are capable of providing good quality water on a regular basis” and to what extent this has contributed to improved living standards of the population in the targeted rural areas. In particular will the project have a positive impact on health standards in those areas, by reducing the impact of waterborne diseases?

· An assessment of the quality and appropriateness of the design of the schemes to achieving the expected results from the project.

· An assessment of the management of the project by SWA and the PMU, and the training provided by the PMU.

· An assessment of the quality, timeliness and efficiency of the construction of the civil works by the contractor Pihl/Rorbyg JV.

· The identification of strategic strengths and weaknesses in order to guide future donor support through similar programmes.

· An assessment of how gender and environment issues have been addressed within the programme.

The following areas should be evaluated:

5.1 Relevance

An assessment should be made of how well the real problems and needs of the target beneficiaries (rural communities) have been addressed in the design of the programme. And to what extent local absorption capacities and the local implementation capacities were properly taken into consideration in the design.

An assessment should be made of the appropriateness of initial consultations with, and participation by, key stakeholders including the EC, national authorities, intended beneficiaries, and other donors before the design was confirmed and implementation started. Complementarity and coherence with related activities undertaken elsewhere by government or other donors should be assessed. Any duplication of efforts and/or conflicts should be identified and commented on.

5.2 Efficiency

Analyse the relationship between the objectives sought and the strategies and methods used to achieve them. Assess whether the means of the project  (project personnel, infrastructure, equipment, training etc.) have been efficiently transformed through project activities into the various project results. Could the same or similar results have been achieved at lower cost? This will require an assessment of the following factors, which will affect efficiency:

· Organisation and management

An assessment of the general organizational arrangements (structures, responsibilities and contractual arrangements) relating to the project (NAO, SWA, PMU, national departments and corporations etc.). It also requires an assessment of the management capabilities of the Supervisor’s Office, PMU and supporting services.

The issues to be analysed include, the quality of day-to-day management of the works contract, the budget, of personnel, information etc. Also how relations/co-ordination with local authorities, institutions, beneficiaries, other donors were organized and the respect for deadlines.

· Implementation of Activities

An evaluation of the approach and methods used to implement the project and activities of the works contractor, Supervisor, and project personnel will be an important feature of the evaluation. Assess how far the project helped to provide appropriate solutions and develop local capacities to define and produce results. Also how far costs of the project were justified by the benefits that have/will be generated (whether or not expressed in monetary terms), in comparison with similar projects or known alternatives.

The consultant should also assess the partner country contributions from government, local institutions, target beneficiaries and other local parties.

Were inputs provided as planned, could re-allocation of responsibilities have improved performance?

Assess the quality of communication between the project and, the target beneficiaries, relevant government departments and other donors. Also evaluate the role played by the community in implementation of the project and the nature and level of participation.

· Monitoring

The monitoring carried out by the Supervisor and PMU in assessing progress should be reviewed. Additionally, the monitoring undertaken by the NAO and the EC Delegation of the financial management and implementation of activities should be reviewed.

5.3 Effectiveness

The evaluation will analyse the relationship between the results and the project purpose. It will identify the strengths, weaknesses, opportunities and threats of the programme.

Specifically the evaluation should focus on:

· What are the results obtained so far by the programme and in what number are the beneficiaries?

· To what extent have these results contributed to achieving the project purpose, or can be expected to do so in the future? Have the planned benefits been delivered and received, as perceived mainly by the key beneficiaries, but also taking account the views of responsible national Government authorities, donor management, and other concerned parties (NGOs, business associations etc)?

· Have there been unforeseen beneficiaries and if yes to what extent and what type of demographic profile do they fall into?

· Have any intended beneficiaries been missed and if yes do they make up a specific demographic profile?

· As the sectoral and geographic distribution of project activities been appropriate to the needs of rural communities analysed in the context of the wider political, socio-cultural, economic and environmental situation in Samoa?

· Have any shortcomings at this level been due to a failure to take account of cross-cutting or over-arching issues such as gender, environment and poverty during implementation?

· More specifically, is there any national policy support not in place that has hindered the project achieving the planned results?

5.4 Impact

Evaluate what impact the project has had on the SWA to increase revenues, efficiency of operations and the ability to deliver a reliable potable water supply to intended beneficiaries. Also evaluate what impact the project has had on the solution of community needs. As far as possible, assess the effect it has had on the standard of living of individuals, families, and the community. Also assess whether the project has impacted on structural problems of the SWA and communities and how benefits compare to original expectations. In this context, a higher project objective was to improve public health specifically through the reduction of water borne diseases. Assess to what extent this has already been achieved, or might confidently be expected to be achieved in the near future. Also identify other relevant actions necessary to achieve this public health environment goal.

An economic and social impact (cost/benefit analysis) should be presented to assess the impacts on households, institutions and the national economy.

Evaluate any environmental impact of the project.

Overall assess whether the project impacted on poverty alleviation and the quality of rural life.

5.5 Sustainability

The consultant will assess the extent to which the results of the programme will be maintained at government, service supply and community level, and whether the longer-term impact on the wider development process can also be sustained at the level of the sector and of the country.

The analysis of sustainability will therefore focus on the following aspects:

· Ownership of objectives and achievements, e.g. how far stakeholders were consulted on the objectives from the outset and whether they agreed with them.

· Policy support and the responsibility of beneficiary institutions, e.g. how far the relevant national, sectoral and budgetary policies affected the project positively or adversely; the level of support from governmental, public, business and civil society organizations; and the willingness of national and local bodies to provide resources.

· The adequacy of the project budget for its purpose.

· Socio-cultural factors, e.g. whether the project is in tune with local perceptions of needs; whether it respects local power-structures, status systems and beliefs. An assessment of the quality of participation of target groups/beneficiaries in design and implementation; and the quality of relations between external project staff (including civil works contractor’s staff) and local communities, notably their leaders.

· Financial sustainability of the sector, e.g. whether the services provided are affordable for the intended beneficiaries and remained so after funding. The consultant shall analyse how costs (OM, depreciation and loan costs are/should be recovered progressively via appropriate tariffs and recovery strategies. The analysis of the financial sustainability of the sector shall permit to identify a clear set of recommendations regarding further objectives related to the sector reform process.

· Infrastructure issues, e.g. whether the infrastructures provided fit in with existing needs, skills, knowledge, traditions and culture. Whether the beneficiaries are able to maintain infrastructures(or technology) acquired without further assistance, with minimal maintenance, operating and replacement costs.

· Wherever relevant, that due consideration was given to cross-cutting issues such as gender equity and environmental impact.

Conclusions and Recommendations

Having evaluated the project in terms of relevance, efficiency, impact and sustainability, summarise the outcome and draw conclusions. Formulate what policy, organisational and operational lessons are to be learnt.

Identify any future actions required by communities, government or donors that are necessary to realise maximum positive impact and sustainability of the project.
6. Plan of Work

The evaluation necessitates 2 months, including report writing. The following are the key phases of the of the review:

· Briefing in Samoa with the NAO, Samoa Water Authority (SWA) and EC Office.

· Review of project documents.

· Interviews with all relevant actors.

· Field visits to inspect project activities and achievements.

· Consultation with representative beneficiaries in the rural communities.

· Debriefing with the EC Office and NAO 

· Draft report and submission to NAO/EC (within 15 days of completing the field assignment).

· Comments on the draft report by NAO/EC (within 30 days).

· Submission of Final Report (within 30 days).

A list of key documents and persons to be consulted will be provided and arrangements to meet relevant personnel will be facilitated by the NAO, SWA and the EC.

7. Expertise Required

Two senior professionals with competencies covering the following areas:

· Design, analysis, construction supervision and contract management of water supply and distribution systems.

· Extensive project management experience in water supply and construction management.

· Proven experience in development work and project evaluations.

· Experience in water sector reform process

· Competence in social and economic cost benefit analysis.

8. Reporting

The consultant will prepare the following reports written in the English language:

· A brief end of mission note, incorporating the preliminary conclusions of the field mission at the end of it.

· A draft final report, 2 weeks after completing the field mission. The report should follow the format set out in Appendix 1. 

· A final evaluation report 30 days after reception of comments related to the draft report.

The reports will be transmitted in 6 bound copies to the NAO. The NAO and the European Commission will comment upon the reports within 30 days of receipt.

