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Evaluation of Evaluations:
Lessons Learned from Evaluation Studies in Armenia
Abstract—The Environmental and Social Assessment Oversight Consultants (ESAOC) engaged by MCA-Armenia were required to conduct an overview of donor-financed projects in order to determine lessons learned from prior development experiences.  The review covered several Official Development Assistance (ODA) projects that were initiated in the late 1990s and in 2001-2003 that have been completed, and post project completion reports prepared.  From these, a broad array of lessons learned and best practices in Armenia covering environmental and social impacts were identified.  The principal objective of the paper is to extract from these studies and evaluation reports the lessons learned and best practices that can guide environmental management by the implementing agencies operating under MCA-Armenia.

The paper provides a framework for conducting an "evaluation of an evaluation" by selecting out specific environmental and social issues and design considerations.  It looks at institutional and oversight procedures that were adopted, and extracts data regarding sustainability and project risks.  The usefulness of the proposed presentation to conference participants is that it provides an opportunity to share information on how to get started, and how to use data from a completed evaluation study in order to proceed with the next project or implementation goal.  In short, the paper provides guidance on how the basic product of the Conference—the Evaluation Study—can be used as a tool for subsequent project oversight and implementation.
1 Introduction and Summary

As illustrated in the attached List of References in Annex 1, several studies have been undertaken in recent years to assess and evaluate (i) the overall state of the environment in Armenia
; (ii) the current status of environmental laws and institutions to ensure the adoption and implementation of sound environmental and social safeguards
; and (iii) the overall impact of international development assistance in Armenia
.  In addition, several donor-financed projects initiated in the late 1990s and in 2001-2003 have been completed and post project completion evaluation reports have been prepared.  While not all of these reports relate specifically to the key sectors relevant to the MCC Project, there is sufficient overlap for both projects implemented by international donors in Armenia and in comparable projects in the Central and Eastern European context to provide a broad array of lessons and best practices covering environmental and social impacts.  The principal objective of this paper is to extract from these studies and evaluation reports the lessons learned and best practices that can guide environmental management by the implementing agencies operating under the Millennium Challenge Authority—Armenia (MCA-Armenia).  

It should be made clear at the outset that the task and methodology of this Report is to review existing evaluation studies to extract lessons learned from prior projects—not to evaluate the projects themselves.  The Report is confined to the evaluation reports and perspectives of other reviewers.  In fact, this “evaluation of other evaluations,” provided the first lesson learned.   For example, one lesson learned is that the major weakness of all past project assessments that were reviewed is a tendency to highlight the negative—to emphasize what did not work.  Few studies emphasize positive lessons learned, and fewer still highlight what worked at the field level among farmer beneficiaries.  Reviews of the project completion reports prepared by donor agencies show a tendency to identify policy and institutional issues (specifically weaknesses) rather than field implementation lessons.  This is understandable since these reports are prepared and presented not necessarily to national implementation agencies in the host country, but to staff in the donor agencies that will be preparing future projects for that country.  It was found that the project evaluation reports for most projects almost universally give little or no attention to environmental or social issues during their evaluation.  Most environmental and social issues are considered a part of project design considerations.  

Also, post project assessment reports (PPARs) are often not timely.  For projects completed as late as 2004, the PPAR may be completed and submitted from 18 months to 2 years later.  As a consequence some of the more useful lessons learned from completed and on-going projects are based on sector-focused research studies, such as those for small dams, for wetlands and biodiversity, roads maintenance and agricultural rehabilitation that may cover best practices for the entire sector rather than a specific project.

1.1 Objective of the Evaluation of Evaluations
The ESAOC Team is charged with several tasks that relate to providing guidance for environmental management.  These include providing guidance for environmental management planning, assessment of impacts and mitigation measures, and establishing the baseline for a compliance monitoring system, among others.  All of the tasks for effective environmental and social oversight presume a solid understanding not only of the proposed subprojects for irrigation rehabilitation and dams, roads and agricultural rehabilitation outlined under the Compact Agreement, but, in addition, knowledge about what has transpired in past projects.  The institutional history of both success and failure with respect to comparable project activities can provide implementation guidance of what works—so it can be replicated—and what to avoid.  This institutional history is found in numerous documents and reports.  As illustrated in the Comprehensive Bibliography prepared for MCA-Armenia, there are so many reports and documents that it is not efficient for the average project manager to attempt to extract the major lessons from past implementation experiences.  Extracting several of these lessons and best practices from similar road, irrigation and agricultural projects within Armenia is the main objective of this Report.  

A list of the bibliographic references for this study is shown in Annex 1.  A Comprehensive Bibliography related to the entire MCA-Armenia Compact is available from MCA-Armenia.   

2 Lessons Learned from Evaluations in Different Sectors
2.1 Evaluation o f Irrigation Rehabilitation and Dam Safety
Lessons learned and best practices in the irrigation and small dams sector are taken from several sources, both project-specific and sectoral studies.  In its appraisal of the Irrigation Dam Safety II Project, the World Bank suggested that institutional strengthening is a prerequisite for achieving sustainability in the development and management of irrigation and drainage infrastructures. The experience under the First Irrigation Dam Safety Project highlighted (i) the need for paying particular attention to certain non-structural aspects such as training of staff in operation and maintenance (O&M) practices, (ii) improvement of the regulatory framework and (iii) provision of necessary equipment to allow proper implementation of Emergency Preparedness Plans.
  More useful for the design and implementation of dam and irrigation sector projects is a paper prepared by Mnatsakan Mnatsakanyan and others entitled “Safety of Existing Dams for Irrigation in Rural Areas.”
  This document has been selected as a principal source of lessons learned in this sector principally because the scope of the study is based on an analysis of 24 rural dams in Armenia. 

2.1.1 Example 1: Safety of Existing Dams for Irrigation in Rural Areas

The “Safety of Existing Dams for Irrigation in Rural Areas” study notes that most rural dams in Armenia were built during 1950-1970.  There is at present little data on the current status of rural water infrastructure. Therefore one of the first steps needed is creation of a rural dam database.  Reportedly, this lesson has been learned, since under the National Water Program in 2005 a database of all dams was developed by the Institute of Water Problems and Hydraulic Engineering.  The next step is to use these data to classify both  large and small dams
 in terms of risk—based on characteristics of the dam and reservoir, on the potential for seismic activity, and on potential human losses in the downstream caused by dam failure and related flood.  At the outset, the study notes that the procedure for dam risk assessment is unique to each rural dam, and consists essentially of the dam site, condition of the structure and socio-economic conditions in the possible inundation zone. The outcome of the risk assessment can provide a reliable foundation for determination of the priority for rehabilitation. 
(i) Environmental and social issues and design considerations

The Study focuses specifically on the need for rehabilitation of small dams in rural areas of Armenia.  An initial design consideration was the completion of a questionnaire to compile essential data from dam owners, or operational personnel, such as the controllers in Water Users Associations (WUAs). Required was an assessment of the present condition of the dam with respect to important dam elements i.e., crest, upstream and downstream slopes, abutment, spillway, gate, inlet and outlet structures.  The objective is to identify vulnerable features and past performance.  A key finding was the poor awareness of dam owners, panel engineers and/or dam operators about dam safety.  They lacked information about the operational history and had little information about when and if reconstruction and repair work had been conducted.  The study on dam safety notes that an overwhelming majority of the rural population living in the dam-influenced area were largely unaware about positive and negative aspects associated with the presence of the dam and its reservoir.

(ii) Environmental and social issues and implementation considerations

While the study did not specifically address implementation considerations, several practical common sense lessons are suggested.  Many of the smaller rural dams with a height of less than 15m were built by local communities with no reference to sound engineering principles.  To alleviate the environmental and social risks of dam failure all dams should be monitored and classified in terms of their potential risk for failure.

(iii) Institutional and oversight issues

The study proposes the establishment of a non-governmental organization that would deal with the issue of raising the technical qualifications of on-site dam and reservoir maintenance specialists.  Also required is training and awareness-building of the rural population living in the vicinity of dams about dam safety awareness.  Greater involvement and consultation with the local population in both the design and reconstruction of dams, and the preparation of booklets and training posters is proposed.
(iv) Sustainability issues

The overall thrust of dam risk assessment studies is to identify critical weaknesses in the rural water infrastructure, and to prioritize those dam and reservoirs that are most at risk based on four criteria: (i) natural conditions risk—floods, earthquakes, landslides; (ii) normal loads risk; (iii) internal risk — levels of seepage, aging, internal and external erosion; and (iv) socioeconomic risk — loss of life, property damage, etc.  By establishing a rural dams database, not only will it be more likely that risk can be mitigated, but priorities can be identified for a long term sustainable program of rehabilitation.

(v) Project risks

In general, dam construction was undertaken without involvement of qualified construction contractors and with variable construction quality standards.  Prioritization of risk would involve (i) classification of dams by specific characteristics (location, height, reservoir capacity, dam type, presence of outlets, spillways, control-measuring equipment, etc.); (ii) assessment and classification of dam condition; (iii) flood area map of downstream irrigation command, or inundation areas.

2.1.2 Example 2: World Bank-IFAD financed Irrigation Rehabilitation Project

The Project Performance Assessment Report for the Irrigation Rehabilitation Project (IDA Credit 2667-AM; IFAD Loan I-380-AM) assessed the Project’s success in resolving three significant problems in the irrigation sector: (i) institutional inadequacies in the state’s ability to operate, manage and maintain irrigation infrastructure; (ii) irrigation failures and/or rehabilitation of irrigation facilities that had deteriorated due to inferior construction standards and inadequate or deferred maintenance; and (iii) measures to deal with the high reliance on cheap energy for pumping.

(i) Environmental and social issues and design considerations

Lessons from the project suggest that during appraisal it is essential to link investments in agricultural technology with the measures to improve production (including expanding irrigated agriculture) and marketing of outputs. The absence of such complementary investment may jeopardize the ability of project beneficiaries to cover operation and maintenance costs of irrigation facilities and thus threaten sustainability. 

Social assessment and interventions are needed particularly when there is a high level of rural poverty. During project design it is necessary to ensure that infrastructure investments gives adequate attention to beneficiary ownership and their ability to contribute towards maintenance of facilities created, including covering the costs of O&M.  One of the Project’s weaknesses was the lack of attention to the creation of smallholders’ cooperatives or micro-credit groups that could have moved landowners beyond subsistence agriculture. 

(ii) Environmental and social issues and implementation considerations

The Project’s stated secondary objective was to improve the country’s water resources planning by paying particular attention to dam safety, hydropower and environmental concerns.  The Report, while noting that The Irrigation Rehabilitation Project reversed the physical decline in Armenia’s irrigated area, failed to cite specific environmental impacts, either positive or negative.

(iii) Institutional and oversight issues

Institutional developments were rated as substantial. Technical assistance provided under the project facilitated sound procurement and contract administration procedures, established a viable private sector contracting capability, built government’s capacity to undertake financial and economic analysis of projects, and helped develop a rational basis for prioritizing projects for investment. This was a marked improvement over the ad hoc approach based on Soviet practice used before 1996. 

The project’s focus on improving operation and maintenance of irrigation through water distribution organizations was also highly relevant. The Government’s Operation and Maintenance Enterprise, which had prime responsibility for regulating and managing irrigation water supplies was caught in what the Report terms “a failure chain” because farmers were unwilling to pay fees for declining system reliability. 

(iv) Sustainability issues

Sustainability is rated likely. There is now greater clarity about the real costs and institutional reforms needed to make irrigation viable. The new WUAs are adopting a pragmatic approach to reducing costs, as is the government which has adopted a strategy to convert pumped irrigation to gravity supply where economically feasible.  Improving cost recovery is high on the agenda.

Irrigation planning and construction organizations were substantially reformed and have made a successful transition from command-and-control to a market-sensitive and competitive environment. Government’s irrigation operation and management organizations are now more accountable but have not yet demonstrated efficiency improvements. Water user organizations were reorganized and made voluntary, their water and accounting practices were thoroughly modernized. 

(v) Project risks

Major project risks were defined in economic and institutional terms.  They included the need to provide the support facilities needed for market-based private agriculture.   Specifically, the project’s success highlights the need for more attention to better farm management, revitalized extension services, incentives for land consolidation, credit, crop insurance and other rural institutions and infrastructure to support agricultural productivity and marketing. An important first step should be rural roads that are in very poor condition and inhibit efficient input supply and output markets. 

It should be noted that most of the lessons learned from the initial project have indeed been incorporated into the MCA-Armenia Compact planning documents.

2.1.3 Example 3: World Bank Pakistan National Surface Drainage System Project

This Project was selected as an example to illustrate many of the lessons learned from not giving sufficient attention to—or not adhering to—required environmental and social safeguards. The Pakistan National Surface Drainage Project (NDP) was approved in 1997, as part of a continuing process of financial support to Pakistan’s National Surface Drainage System.
  The major objectives of the Project were to address water-logging and salinity which are the principal threats to the sustainability of irrigated agriculture in Pakistan.

In September 2004, the World Bank’s Inspection Panel received a Request for Inspection of the Project from a group of residents from the area most directly affected by the Project.  The Request maintained that the Bank had failed to follow its environmental and social safeguard procedure with respect to environmental assessment causing adverse impacts on the livelihoods and the environment on which the impacted residents depend.

The Bank’s response to the Inspection Panel’s Investigation Report was issued on September 18, 2006 detailing the lessons learned as a consequence of the investigation, the adjustments that are to be implemented by the Project and the revised Management Action Plan to be adopted.  A donor-financed Project that finds itself subject to an Inspection Panel Investigation is not only delayed, but the process of review by the Inspection Panel is costly and time-consuming.  Therefore, the lessons learned and the steps taken to rectify the original misunderstandings or mistakes during Project design are significant.  

(i) Environmental and social issues and design considerations

Those contending that the Project was causing environmental and social harm to beneficiaries based this contention on the fact that the Project as designed was given an Environmental Classification of B—not requiring a full environmental impact assessment.  This classification was based on the understanding that the NDP would have significant beneficial environmental effects [nationally], as it would address the problems of water-logging and salinity for the Indus Basin.

Local residents impacted by the Project claimed that the environmental assessment for the Project has ignored or underestimated items on the checklist for Bank-financed projects. They contended that “[the] effect of [the] NDP on marine resources, bio-diversity including local coastal plants, animal[s], critical habitats and protected areas will be entirely negative. The NDP has under-estimated all these critical components during planning. We believe that we will lose several fish species and other marine bio-diversity due to toxic effluents; also there is [a] threat to terrestrial plants. The economic costs of these bio-diversity and environmental impacts have also been completely ignored.”

The Inspection Panel and ultimately Bank’s Management agreed that insufficient attention was given to local people impacted by the NDP, and that a classification of “A” was more appropriate.

(ii) Environmental and social issues and implementation considerations

The most important lesson learned with respect to implementation of Pakistan’s NDP is that a single project should not be designed nor implemented either spatially or temporally independent of all of the previous projects dealing with related drainage activities.  The NDP was part of a continuing series of projects dealing with drainage of the Indus Basin.  Many of the environmental and social issues that impacted the local residents who went to the Inspection Panel were the consequence of cumulative environmental impacts partially attributable to previous donor-financed projects, the evolution of climatic events and changes in the natural environment, as well as neglect and oversight of nomadic, low-income people resident in the area.  Many of those local peoples impacted were simply overlooked by project design staff looking mainly at engineering solutions.   

(iii) Institutional and oversight issues

In response to the Inspection Panel’s recommendations, Bank’s management acknowledged that “Significant among the many lessons is the recognition that institutions that will ultimately be responsible for the operation and maintenance of infrastructure must be the ones to manage its planning and design – and this includes listening to the opinions of local stakeholders, even the poorest of farmers. Also significant is the adoption of a wide vision of comprehensive flood management and environmental protection rather than a narrow focus on agricultural drainage that can obscure the bigger picture.”

(iv) Sustainability issues

The core issue in the Panel’s report is the continued vulnerability of and the adverse impacts on the population and livelihoods in lower Badin (the town most impacted), particularly the poor and most vulnerable people in and near the dhands (small, mostly saline lakes in the drainage basin).  The Bank’s short-term action was to provide an immediate response by identifying specific nomadic and other vulnerable groups and addressing additional livelihood support issues.  The lesson learned is that, no matter how economically sound and well designed a project in the context of national development objectives, local people are often directly affected and may need to be given special compensation.

(v) Project risks

At the time of project appraisal, the principal risks were identified as weak institutional responses by the local (Pakistani) implementing agency.  Obviously inadequate attention to the Bank’s own safeguard policies was not considered a project risk.  

2.2 Evaluations of Agricultural Projects

Two evaluation reports were examined to assess lessons learned in the agriculture sector.  The first of these, and most recent, is the World Bank’s Implementation Completion Report for the Agricultural Reform Support Project, which was completed in December 2005.
  The other is the Completion Evaluation of the International Fund for Agricultural Development (IFAD)-financed North West Agricultural Services Project which was approved in late 1997 and completed in December 2002.
  

The objective of the Agricultural Reform Support Project (ARSP) was "to increase agricultural productivity in Armenia by supporting the development of private sector farming, agro-processing, and strengthening of agricultural institutions and services."  The intermediate goals were to "develop a sustainable rural finance system, facilitate access of agro-industrial enterprises to existing lines of credit, and address key knowledge constraints in agricultural technology."  This was to be achieved by: (a) providing training and consultancy assistance in the preparation of business plans, (b) developing a network of village credit associations and providing credit through participating financial institutions (PFIs), and (c) downsizing agricultural research and extension and increasing their focus on small farmers' needs. In spite of being somewhat more recent, the World Bank Project was subject to several implementation challenges, particularly in 2002-2003, as a consequence of revised agricultural policies in efforts to revive agricultural production and exports.  Components and institutional implementation arrangements were changed frequently throughout the implementation period.  Given the changes in project objectives, it is especially difficult to evaluate the evaluation, and draw lessons other than to note the complexity and time-consuming process of introducing rural credit-based enterprises and agricultural loans in the Armenian rural context.

Nevertheless, the World Bank evaluation notes that despite a long delay in project effectiveness and serious delays and shortages in counterpart financing in 1999-2002, project activities envisaged at appraisal have generally been implemented successfully (albeit with some delays), performance targets met and objectives achieved.  However, there is little or no attention to either environmental or social issues addressed in the World Bank evaluation.  Consequently, the IFAD project has been selected to serve as an example of lessons learned in this sector. 

2.2.1 Example 1:  IFAD North West Agricultural Services Project (NWASP)

The goal of NWASP was ‘to improve the living conditions of the target population in terms of higher levels of production, income and food security’. It operated in three Marzs: Aragatston, Lori and Shirak in the north-west. The Ministry of Food and Agriculture (MOFA) was the project executing agency.  The target population numbered about 335,000 households, composed largely of small farm households with an average farm size of 1.3 ha. 

The Project had four components:

1. Irrigation Rehabilitation: to rehabilitate irrigation water supply and control structures; and help improve management, operations and maintenance (O&M) of the irrigation systems through water user associations

2. Rural Credit: to support the Agricultural Cooperative Bank of Armenia (ACBA) in increasing its lending services to farmers in the three marz, including the provision of capital and on-lending resources, building and equipping branch offices and development of village associations (VAs) as shareholders in ACBA to organize borrowers at a village level

3. Agricultural and Livestock Development: to produce good quality seed and provide veterinary services for livestock production; and 

4. Community Development: to assist the poorest villages to identify, plan and implement their own priority activities using participatory techniques.

Given the similarity in components and scope, several of the lessons learned from the IFAD experience should be relevant to the MCA-Armenia Compact program.

(i) Environmental and social issues and design considerations

The evaluation study gives little or no attention to environmental issues, other than those that are specifically related to project activities such as water management in the irrigation sector, seed production and animal health.  On the other hand, extensive attention was given to several social issues, including gender and poverty.  Benefits were expected to reach some 9,500 poor households about 13% of the total.  Activities in the community development component were to be directed to the poorer villages.  In the credit component the aim was to assist women to take up to 30% of loans.

(ii) Environmental and social issues and implementation considerations

The evaluation study found it difficult to interpret the impact on the project on the poorest of the households versus other farm households, or to measure the project’s impact on beneficiary households versus control groups.  As stated in the Report: “Findings with respect to income and living standards from the survey were difficult to interpret (page xiii).”  This was due to external variables such as drought, changing policies with respect to water charges, and a volatile agricultural market, including lack of understanding regarding the use of credit for agricultural production.  However, there were significant changes in production levels of those that participated in the project’s activities, and in particular, in water utilization.  The difficulty is one of measuring the source of changes in rural incomes in a volatile, and still emerging agricultural market.
(iii) Institutional and oversight issues

The evaluation study found that grassroots organizations such as civic action groups, water user associations and village associations were very good mechanisms for widespread people’s involvement and ownership of government investment activities in local communities. They offer a promising means for ensuring sustainable benefit streams from investments and for communities to help themselves develop and take on other tasks in future.  As stated in the report, “Grassroots organizations have demonstrated the capacity to undertake civil works at acceptable technical standards at low cost and in short time periods.”

The evaluation study recommended that current policies regarding use of loan funds for civil works should be changed to allow water user associations (WUAs) to supervise and undertake rehabilitation of their own schemes with technical backstopping and monitoring by concerned agencies.  Also, in order to enhance the development and sustainability of WUAs, the rules and regulations governing irrigation water supply and use should be revised to provide for equal legal rights for both contractual parties (supplier and user).

(iv) Sustainability Issues

One of the major issues was that the pace of project implementation outpaced the growth of grassroots organizations.  Such organizations need time to develop, including training in motivation and organization.  Also, the evaluation noted a lack of understanding about the various roles of national and local level implementing organizations.  For example, the evaluation stated: “Government of Armenia needs to better understand role of WUA – they are not tax collectors.”  Also, the report noted the absence of a “credit culture”, “bad experiences with rural credit,” and the need to use village association as the basis of small loan revolving funds to strengthen confidence in savings system and mobilize funds within villages to increase credit availability.

(v) Project risks

In many cases, farmers were not clear about project objectives, the relationship between various project activities and the connection between the project and normal government programs.  On this basis, the evaluation study recommended that all projects should include communications programs to provide target groups with information they need to understand project objectives and activities. Widespread information campaigns should start during project design and continue throughout implementation.

Lacking throughout the IFAD evaluation study was any major concern with environmental and social issues other than direct economic impact and gender roles.
2.3 Evaluation Studies in the Roads Sector
According to a recent World Bank transport assessment in Armenia, poor road access has led to economic losses and limited access to basic services. A survey of rural households indicate that about 40% of total survey participants replied that significant volumes of agriculture produce were lost during transportation, 18% responded that 40% was lost, and 24% stated that 30% was lost.  Poor road conditions in rural areas have constrained timely access to health and other social services, and access to schools and time spent on education. Bus services and/or road freight services in some rural areas have been reduced or stopped because operators try to avoid damages to their vehicles or perceive high costs of driving on very poor/poor roads.

2.3.1 Example 1: World Bank Highway Project (1995-2000)

Following its independence, improving the main transport network was critical to a small landlocked country like Armenia.  The objectives of the first World Bank Highway Project were to assist in preserving the Armenian road network, thereby avoiding costly rehabilitation or reconstruction at a later date, and to improve the efficiency of Armenia's road maintenance operations for the future. The specific objectives of the World Bank’s Highway Project (1995-2000) were to: 1) help preserve the Armenian national road network and reduce transport operating costs by expanding maintenance operations, including bridge and tunnel rehabilitation; 2) help develop an institutional framework adapted to the requirements of the road sector of a market economy;   3) expand the resource base for road maintenance by encouraging appropriate road user charges; and 4) assist in developing an effective private road construction and engineering industry; and 5) improve road safety.
(i) Environmental and social issues and implementation considerations

At design it was expected that environmental and social risks were minimal, since rehabilitation works were being carried out on existing roadways.  Training to improve environmental analysis and mitigation capabilities in the Armenian Road Directorate (ARD), in particular in regard to design, construction and maintenance activities, was included in the project. 

(ii) Institutional and oversight issues

Based on data provided in the design documents for the follow-on World Bank Transport Project (2000-2004), during the period of execution of the first Highway Project the governmental agencies were in a continuous state of flux. They were preoccupied with redefining responsibilities and organizational structures, and there was indecision regarding the proper roles of government versus the private sector.   The objective of strengthening the Ministry’s planning capabilities was also overly optimistic and probably lacked sufficient government ownership. The setting thus was not conducive to the implementation of the type of technical assistance envisaged during project design although this situation could have not been foreseen during project design. The continuing support offered through donor-financed technical assistance for project implementation in this sector—now on-going since 1995—suggests that many of these issues are now resolved.
(iii) Sustainability issues

As designed, the project was expected to contribute directly to the sustainable development of Armenia by preserving the road network, which is an important part of the country's essential infrastructure. It was also expected that the project would make a significant contribution to the development of the private sector in Armenia through the privatization of the road construction industry, and would assist small farmers and tradesmen in their efforts to begin to develop private business ventures by assuring that they have access to markets for their products.  While there was partial success in achieving the latter two objectives, it was observed during the design of the subsequent Transport Project that the pace of structural change to incorporate private sector initiatives was slower than originally envisaged.
(iv) Project risks

At the time of project preparation the major risks were anticipated to include the ability of ARD to establish an effective road maintenance organization capable of carrying out the project activities and the ability of the revised ARD to use contracting techniques effectively. Also the imposition of road user charges at a time when the economy is extremely depressed will be difficult and unpopular.  Both of these risks were manifest during implementation, with difficulty in establishing implementation procedures within ARD, and in imposing road user charges.  It was not until the second, follow-on World Bank Transport Project (2000-2004) that some of these issues were resolved.
2.3.2 Example 2: World Bank Armenia Transport Project (2000-2004)

This Project, which was under design as the World Bank Highway Project was being completed, built upon a number of lessons learned during implementation of the original project.  As designed, the World Bank IDA Credit for improving transport services in Armenia focused on three major components: 1) improving the efficiency of the main road network, 2) building a stronger Transport Department, and 3) improving the rail service between Yerevan, the capital, and the Georgian border.   The project was completed in December 2004, and provides a number of lessons learned for the implementation of future transport projects.

(i) Environmental and social issues and design considerations

The Transport Project was an Environmental Category B project, but environmental and social issues were not addressed in the Project Completion Report.

(ii) Environmental and social issues and implementation considerations

The Transport Project was an Environmental Category B project, but environmental and social issues were not addressed in the Project Completion Report.

(iii) Institutional and oversight issues

The institutional strengthening of the road administration helped to cement the advances achieved during the Highway Project, particularly in the areas of design standards, contract design and enforcement, performance of the construction industry, environmental management and road safety. The latter involved the setting of a working Secretariat coordinating the areas of education, engineering and police enforcement, and substantial technical assistance and training for the collection of relevant accident statistics and the design of preventive and mitigating safety measures. The importance of linking technical assistance for host country capacity building to project implementation is an important lesson learned from all of the road rehabilitation projects.
(iv) Sustainability issues

The Completion Report noted that Project sustainability, particularly the advances made in establishing in Armenia a quasi-modern road management structure during the previous [Highway] project and consolidating it under this [Transport] project, might be jeopardized if ARD is not given the clear role of an autonomous road agency and becomes only a legal figure to overcome limitations imposed by the current civil service pay scale.
(v) Project risks

A major project risk relates to the extent to which an external financing entity can significantly influence the internal political dynamics in a substantial way through project financing.  The Project Completion Report noted:  

“The Bank has a very long and not particularly successful experience in trying to improve sector planning, reducing the level of political influence in project selection and improving the allocation of scarce resources. Time and again the results are below expectations. Usually the sector authorities lack the incentives to improve planning or are unable to withstand the political pressure to invest in projects of dubious economic merits. The Bank should consider involving in the process relevant stakeholders outside the sector to provide the necessary incentives. In countries with a weak civil society, a more relevant interlocutor might be the Ministers of Finance or Economics, who are responsible for ensuring fiscal and monetary responsibility.”

2.3.3 Example 3: Asian Development Bank Lifeline Roads Project

Both the roads subcomponent under the MCC Compact, and the proposed Lifeline Roads Project recently approved by the Asian Development Bank (ADB) aim at the rehabilitation of high priority rural roads.  Since the Lifeline Roads Project has just been approved in 2007, lessons learned are based on design proposals, and not on past performance.

The outcome of the proposed Project will be increased mobility and improved accessibility to basic social service delivery institutions, employment opportunities, and domestic and international markets for communities and enterprises in rural and urban areas of the four regions. The feeder roads improved under the Project will lead to (i) higher and more frequent quality transport services available for road users; (ii) increased business opportunities for private sector in general, particularly agriculture (including agro-processing), industrial, and service sectors; and (iii) more synergetic benefits from close partnerships in the road and other sectors relevant to the Project.

(i) Environmental and social issues and design considerations

Rehabilitated roads under the project will generally follow the existing carriageway width, which is about half of the right-of-way. The Project is categorized B and is expected to have insignificant environmental impacts during both construction and operation stages. The nearest distance from any of the subprojects to protected areas (national park or state reserve) is more than 1 km. No ecological or biodiversity impacts are expected. Ten public consultations involving a total of 72 local stakeholders have been held and general feedback has been positive about the Project, with little environmental concern.
(ii) Environmental and social issues and implementation considerations

The Project is not yet under implementation.  Consulting services are currently being recruited for detailed design and technical, environmental, economic, social/resettlement due diligence, preparation of contracts, project supervision, monitoring, and evaluation.

(iii) Institutional and oversight issues

To ensure oversight and institutional capacity building a Technical Assistance (TA) has been directly linked to the Lifeline Roads Project.  The main purposes of the TA are to support both the development of a new transport sector strategy and enhancement of the institutional capacity of the Ministry of Transport and Communications (MoTC) and the ARD. The TA will assess in detail all modes of transport, and identify strategic uses of resources for priority areas for sector development and operational needs for a 10-year horizon. According the project design, special consideration is to be given to link the lifeline roads to multiple donor activities in Armenia, including efforts to establish transport links to the majority of the rural population in the country and other donor activities.

(iv) Sustainability issues

As a consequence of the lessons learned from the World Bank Road Rehabilitation Project, consideration was given in drafting the Loan covenants to address the roads maintenance issue.  Under the ADB loan the Government has given assurances that it has increased road budgets and is committed to providing adequate funds to maintain the roads after the improvements.
(v) Project risks

The major risks arise from possible project preparation delays, implementation delays, and low quality of works.  To ensure high quality of works under the Project, consultant support has been designed to include provisions for project supervision, monitoring, and evaluation by including qualified international and national road engineers and pavement specialists, road safety experts, transport economists, social/resettlement specialists, and environment specialists.
3 Findings, Conclusions and Recommendations

The most striking aspect of the examination of completed irrigation, agriculture and roads rehabilitation projects in Armenia is their close proximity in terms of sectoral objectives with proposed new projects under the Millennium Challenge Corporation Compact.  The superficial conclusion is that prior projects did not achieve their intended objectives, and will have to be repeated.  Closer examination suggests that this conclusion is both simplistic and wrong.  The structural changes—institutional and economic—faced by Armenia at the time of independence from the Soviet Union turned out to be more substantial than initially realized.  Moreover, the pace of rural economic change that can be achieved through incremental project-level investments is slower than anticipated.  The adoption of new agricultural technologies must be spread system-wide.  The government’s institutional capacity built up through project implementation must be expanded to non-project marzes.  The key to sustained rural development is the capacity for self-investment in irrigated water supply; promotion of new markets for rural produce through improved road access; and more efficient and transparent governmental services, including the provision of rural credit and agricultural support services at local levels.  These goals are not easily achieved.  Effective and efficient implementation of the physical components of an irrigation rehabilitation and agricultural development project and improved roads projects can provide the foundation for improved economic performance at rural levels, but it is through institutional and social changes that sustained economic change will emerge.

3.1 Lessons Learned

There are several useful findings that can be highlighted based on past project implementation activities. Lessons learned and recommended actions are identified below in terms of three stages of project processing: (i) planning and design; (ii) project implementation; and (iii) ensuring project sustainability.  Three lessons were highlighted as critical during planning and design:

1. The need to include  institutional strengthening in project design, including resource expenditures for technical assistance for capacity building for the staff of agencies and stakeholders involved in implementation, and for those that will be engaged in operation of rural infrastructure services;

2. The critical importance of training staff and local stakeholders in non-structural aspects such as O&M of rural infrastructure; and

3. Planning for recurrent costs including user fees and operational budgets.

Essential lessons learned during the implementation process include: 

1. Prioritization of implementation, including risk assessment of the most critical problems to address during the initial stages of implementation;

2. The need for continuing consultation and inputs from stakeholders and beneficiaries during the implementation process; and 

3. Awareness that safeguard standards for environmental and social issues may change or new issues may arise during implementation. It is essential to continue to monitor environmental and social impacts throughout the project life.

Two related lessons learned that bear on project sustainability were highlighted:

1. It is necessary to link rural infrastructure development to incentives and technical inputs for enhancing agricultural productivity, such as expanded extension services, HV cropping, marketing systems, improved transport, increased rural credit, and farm level training; and

2. One needs to ensure that those benefiting from rural infrastructure have the economic capacity to maintain such services.  There is a relationship between water charges and the ability to pay, road tolls and transport demand.  In short, rural services must be economically viable—either the rural services themselves generate personal income, or society sees the services as essential to assist the rural population to generate increased levels of national income, i.e., Gross Domestic Product. 

3.2 Role of Environmental and Social Issues in Evaluations

Unfortunately, almost none of the post project reviews give specific attention to environmental or social issues during their evaluations.  Most environmental and social issues are considered a part of project design considerations.  By the time a project is completed, the staff of the financing agency are often more concerned with resolving institutional and policy issues in order to proceed with the next loan or grant project.  It is for this reason that separate beneficiary and impact assessment studies have been proposed by the World Bank and other donors.  These studies would focus on the project’s impacts in specific areas such as gender impact, or income growth by beneficiaries, or the impact of project implementation on the local environment.

Armenian bureaucracy has shown the capacity to learn from success and to replicate what works so as to expand to non-project areas.  An overall political lesson that we have seen over the past ten years is the tendency for too frequent changes in policies and institutional structures, creating an ad hoc system of planning and management.  The establishment of the MCA-Armenia is a clear cut measure to address this problem.  Finally, the issue of consistent monitoring of project performance and the assessment of project success is more than just a top-down requirement.  The overriding lesson is that local level inputs, the use of socioeconomic questionnaires and greater social participation at local levels in both design and implementation has been highlighted as a positive feature by most projects.
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