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Executive Summary
Brief Description of the Project
The «National Integrated Water Resources Management and Water-Efficiency Plan for the RK» project includes three main components: 

1. Development of the national and basin plans of the integrated water resources management (IWRM),

2. Establishment of the Basin Councils (BC) in the eight river basins of Kazakhstan,

3. Development of a programme for attaining of MDGs on water supply and sanitation.

The second component of the project – the establishment of the Basin Councils in the eight river basins of Kazakhstan is the subject of the present evaluation.
The establishment of the BCs in Kazakhstan is backed by the Article 43 of the Water Code.  The BCs establishment was a new practice for Kazakhstan and has been performed on a “learning from practice” basis.  The Balkhash-Alakol and Nura-Sarysu were the first BCs established, and the latest was the Ural-Caspian BC.  The eight Basin Councils in total were established during the project life.

Context and Objectives of the Evaluation
The following criteria were explored in the course of the evaluation: 

1. Relevance – the extent to which the given project is relevant for the local and national development priorities;
2. Effectiveness – the extent to which the project objective has been achieved;
3. Efficiency – the extent to which results have been delivered with the least costly resources possible;
4. Results – what results (positive and negative, planned and unforeseen) have been achieved in the course of the project implementation;
5. Sustainability – the ability of the Basin Councils (BCs) to continue being efficient for an extended period after the completion of the project.

Main Conclusions, Recommendations and Lessons Learned
Based on the evaluation findings, it is safe to say that the objectives set by the project were fully accomplished, i.e. all the eight Basin Councils were established.  The project has been performed in the sufficiently effective and professional manner. 

Unfortunately, not all risks, identified at the initial stage of the project, were fully eliminated.  As the evaluation suggests, some additional time is required to eliminate the risks.

The BCs are currently not prepared yet to operate independently without the support from the project.  Herewith, not only financial, but also consultancy and technical support is required. 

The following aspects should be considered in the further activity of the BCs: 

· It is necessary to involve more actively the nongovernmental organizations into the BCs’ work, as well as the mass media representatives, who work on coverage of the environmental and water related problems existing in regions. More broad public information would allow to make the BC meetings more transparent and population-understandable and, also, would be an extra incentive to make the BCs’ work more efficient.

· The allocation of certain people to work in the BC secretariat is required. Presently, the functions of the secretariat are being executed by BA employees, who are busy with their main job responsibilities and cannot contribute enough time to the BCs activity. The allocation of the additional resources would be possible only if funding from the republican budget is provided. Therefore, it is necessary to consider at this stage the possibility of reallocation of duties, which would enable more efficient work of the BCs.

· The work of BCs shall be carried out not only on a meeting to meeting basis, but continuously all the time. The distribution of information on the working group meetings and execution of the decisions taken at regular meetings are essential. Moreover, the execution of the decisions taken at meetings would indicate the BC’ operating performance criterion and make the public aware of BCs’ activity. 

· The issues that cannot be decided by a separate executive department or organization, or require approval of all the BC members shall be addressed to at the BC meetings. 

· The BC members, including the BC chairpersons, ought to undergo the additional training. A training course shall include several subjects, beginning with the legal aspects through the institutional factors, such as the strategic planning, facilitation etc.
As evaluation indicates, the project has achieved good outcomes at this stage (all the 8 BCs have been established and functioning), but they are not sustainable yet. To reinforce the results achieved and to increase the effectiveness of the BCs’ functionin, the extension of the project for, at least, 1.5-2 years is required.

In the event of the project extension, it is necessary to put more emphasis on training of the BC members, as well as to focus efforts on the improvement of mechanism of the BC functioning, with due consideration of all the results achieved to date.
Introduction
Project Background 
The project started in summer 2004. The duration of the project is 3.5 years. During the project life- time the 8 Basin Councils were established.  For the purposes of the project implementation the project group elaborated documents that allow functioning of the Basin Councils, such as the Regulations on Basin Councils, legal foundation for the BC establishment and functioning, Basin Agreements, which later were discussed and amended by the BC members.  20 meetings altogether were arranged and held for the period of the project implementation. The first established was the Balkhash-Alakol BC. The latest was the Ural-Caspian BC, which, by now, held only one meeting of the council so far. The Establishment and functioning of the BCs in Kazakhstan are governed by the Water Code. 

Objective of the Evaluation 

The major objectives of the given evaluation are: 

· To evaluate the project outcomes effectiveness; 

· To provide a background for decision-making with regard to amendments required for further continuation of the activity;.

· To ensure inverse relationship based on lessons learned.

The following criteria were evaluated: 

· Relevance – the extent to which the given project is relevant for the local and national development priorities;
· Effectiveness – the extent to which the project objective has been achieved;
· Efficiency – the extent to which results have been delivered with the least costly resources possible;
· Results – what results (positive and negative, planned and unforeseen) have been achieved in the course of the project implementation
· Sustainability – the ability of the Basin Councils (BCs) to continue being efficient for an extended period after the completion of the project.

Key Issues Addressed in the Course of Evaluation
The primary emphasis in the course of evaluation was placed upon the issues related to the attainment of the project objectives, current work efficiency of the project deliveries (BCs) and performance of the BCs’ after the completion of the project. 

· Evaluation Methods Employed
The following methods were employed in the process of evaluation: 

· Documents review 

· Interviewing
· Observations
· Questionnaire survey
· Structure of the Evaluation
The evaluation document is comprised of 31 pages. 

The executive summary of the evaluation includes the short description of the evaluation performed, major conclusions and recommendations. The report includes the following sections related to the evaluation:
1. General information on the project
2. Main implications and results
3. Conclusions and recommendations, lessons learned 

Enclosures include the following documents: 

· Terms of Reference
· Field visits
· List of respondents 
· List of documents reviewed
· Questionnaire Analysis 
· Combined Table on results of the questionnaire survey (is attached to the evaluation)

·  Questionnaires obtained in the process of assessment (are attached in addition to the evaluation)

General Information on the Project Component the «Establishment of the Basin Councils in the Eight River Basins of Kazakhstan»

Start and Duration of the Project Implementation
The project started in June 2004 and initially was planned for 3 years (until June 2007). Later the project was extended until December 2007. Therefore, the total duration of project implementation makes 3.5 years. 

The project provided for the following performance schedule of the component «Establishment of the Basin Councils in the eight river basins of Kazakhstan»: 

· June 2004 – June 2005 – the preparatory stage - elaboration of the project documentation and regulations on BCs on the basis of the project development.

· June 2005 – the first working meeting of the parties concerned in the Balkhash-Alakol river basin.

· September 2005 – the first official meeting of the Balkhash- Alakol BC.

· End of the year 2005 – year-end 2006 – the working meetings of the parties concerned and the initial meetings of the six BCs.

· June 2007 – the first official meeting of the Ural-Caspian BC. It should be noted that the official meeting of the Ural-Caspian BC took place in autumn 2007. 

All the planned arrangements (activity) were performed, with a minor schedule deviance. 

Current Implementation Status
The project currently is at the completion stage. The eight Basin Councils were established and operate in all river basins. The work on arrangement of the BC regular meetings is ongoing. The working group provides the technical, consultancy and financial assistance fin the arrangement of the BC regular meetings.

Challenges and Uncertainties Faced by the Project 
A new Water Code of the Republic of Kazakhstan was adopted in 2003. One of the IWRM principles represented in Kazakhstan is the principle of the integrated water resources management at the level of river basins. The second fundamental principle of IWRM is the concerned parties’ involvement into the management process. The establishment of the Basin Councils (BCs) through the application of enactments, enforced in the Water Code, is the key aspect of the participation of parties concerned. Hence, the above mentioned principles underlie the formation of the Basin Councils.

The project executors faced the following key challenges: 

1. Will the participation of the RBO and CWR in the BC establishment be active enough? At the initial stage of the project the BWA representatives were not certain with regard to the objectives and necessity for the formation of BCs. 

2. Will the participation of NGOs be proactive enough? If the BCs would become another governmental structure, they would not be of the particular concern.

3. Will the BCs operate properly after the completion of funding from the project. As long as the BCs are legally provided, the Government bears the responsibility for their establishment and work support and shall approve the additional funding of the BCs. However, the executors of the project had some uncertainty with regard to possibility of such funding from the state budget.

Goals and Objectives of the Project Component 

The major goal of the project component: is the establishment of Basin Councils in the eight river basins of Kazakhstan.

The objectives of the project component are as follows: 

· Provision of support to the RBO for the establishment of the BCs;
· Carrying out an extensive information programme on the BCs’ activity;
· Strengthening of the cross-sectoral cooperation to deal with the water related problems in the efficient manner.

Major Stakeholders 
The major concerned parties of the project are the CWR, RBO local oblast authorities (city of the republican status, capital), Heads of the territorial state authorities, representatives of water users and community leaders. 

Achieved Project Results
1. The Basin Councils have been established and operate in the eight river basins of Kazakhstan. 

2. The extensive information programme has been carried out, aimed to create the public awareness about the BCs and the way they may affect the water resources management and water consumers.

3. The collaboration and partnership of different structures, departments and organizations have been strengthened through the BCs’ activity.

Main Conclusions
Accomplishment of Objectives
Establishment of the Basin Councils. As stated above, the main goal of the project component under evaluation was the establishment of the eight functional Basin Councils. As a result of the project implementation, the eight Basin Councils were established in all river basins of Kazakhstan. Therefore, it is fair to say that the project objective was fully accomplished.

Special attention should be paid to the efficiency of the BCs operation. Currently, the BCs work is, mainly, carried out on the meeting to meeting basis, i.e. the vigorous activity is performed prior a meeting (on arrangement and holding a meeting), then the lack of any activity, and then again – the preparation and holding a next meeting. In the interim between the meetings the work of BCs is on hold. Such work of the BCs is exampled in the functioning of the Balkhash-Alakol Basin Council. In such a way, the work continuity is broken and, the efficiency of the BCs’ functioning decreases accordingly. The BC members are not aware of what is going on between the meetings. The lack of control over the execution of BC’s decisions, taken at the meetings, results in the distrust of the BC members in the established BCs ability. 

Many of the BC meetings convert into the operation meetings, where the participants, given the floor by a chairman, actually, report about the work performed. But, it should be mentioned that in those regions, where they are experiencing the water deficiency problems, the BCs operate more effectively and solve the really topical issues. The Shu-Talass BC could be a good example of such a council. 

We would want to emphasize that the quantity of water, rather than its quality, is currently a topical issue of the agenda, actually, everywhere. However, according to their work structure, the BCs shall deal not only with the quantity water, but also its quality issues. 

Moreover, a tendency remains, when in the north of Kazakhstan they pay more attention to the quality of water, whereas in the southern and western parts to the water quantity problems.
Presently, the BC meetings are held 1-2 times a year. The evaluation findings showed that the schedule, when the meetings are held twice a year, one in spring and another one in autumn, is the most efficient one. 

Many of the interviewed respondents expressed an opinion that there should be an opportunity for convening of the urgent BC meetings. In this case the urgent issues, which require the BC’s urgent involvement and solutions, would be discussed at the occasional (off-scheduled) meetings. 

The Basin Councils were formed for several purposes, including the more effective execution of the IWRM basin plans. The BCs, currently, do not deal with this issues yet, therefore, these issues may become in future the topical ones at the BC meetings. 

In the framework of the BCs activity the Basin Agreements were made in all basins. It should be emphasized that the Basin Agreements are the agreements concluded between the RBO and different departments and structures. The Basin Agreements are not under the legal jurisdiction of the BCs, but the BCs may control the implementation of obligations provided for by the Basin Agreements. 

Wide public awareness. In the course of the project implementation 200 articles were published in the electronic and printed publications. The mass media still shows high interest in the BCs’ activity. The mass media representatives attend, actually, all the BC meetings, increasing by this the importance of the BCs for the society. If this tendency would maintain, the mass media in future may become a useful tool for sharing the information on the BC’s decisions with the public and, above all, the BCs activities performed as a part of their responsibilities
Strengthening of the cross-sectoral cooperation. Herewith, it should be noted that the BCs contributed not only to the cross-sectoral cooperation, but also to the strengthening of the internal sectoral relations. In many cases, representatives of different governmental structures learned about the each other’s activity only through participation in the BC meetings. Therefore, today it is the only instrument, which allows gather together the representatives of different sectors and departments at one place (table). 

· Stakeholders’ Participation 

Each BC includes, in average, about 35 members. Besides, each Basin Council has several observers, who are not the BC’s members, but regularly attend the meetings. In such a way, the total number of direct participants of the project made up around 300 people. 

To ensure the efficient work of the BCs, the representatives of three sectors: governmental, NGO and water users have been involved. The governmental agencies make, approximately, 50% of the total BC structure, the remaining 50% is shared between the water consumers and NGOs. 

As the questionnaire survey indicated, a voluntary basis that underlies the process of the BC members selection, which is backed up by Paragraph 2, Article 43 of the Water Code and the Regulations on BCs. The process involved organizations and departments of all levels and sectors.

In spite of the fact that the project team cooperated directly with the RBO’ representatives, other members of the BCs are pretty well acquainted with the project group. This fact permits to talk about the effective work of the project team.

Participation of governmental structures in the BCs work. In compliance with the Water Code the governmental structures must take part in the BCs work. It provided the participation of the governmental bodies in the BC meetings. 

The productivity of the BC meetings is currently fully depends on the knowledge and skills of the Head of RBO In the given situation there is a risk that in the event of replacement of the Head of RBOs a consequence, the Chairperson of the BC shall be changed as well, which is not always impact the BCs work in a positive way. 

As the BC Chairperson acts at the same time as the Head of RBO he (she) involves into the BC meetings arrangement process the RBO employees, who are engaged at their main jobs and the work for BCs is not their direct responsibility, which creates another problem for the BCs’ productive functioning. 
Often, the issues, included into a meeting agenda, are directly related to the responsibilities of the officials participating at the meetings, who report to the BC members on the work performed. But, it is necessary to admit a low level of involvement into the BCs work of the municipalities and regional authorities, especially the regional and city Akimats (Almaty and Astana). As a rule, only heads of departments or their deputies are presented at the meetings. Such situation does not help to the efficient solution of the problems dealt with at the meetings, as the participants are not authorized to take the decisions..

A frequent replacement of the heads of different authorities is a problem that currently cannot be resolved. The composition of BCs may change, as the heads of authorities represent in the BCs exactly those governmental bodies that are in the BC membership. Moreover, there is no the succession of skilled and competent people. New participants-members of the BCs are not able to start working productively immediately after the replacement. Such chronic replacement of the BC members results in the efficiency decrease of the BCs work.

The representatives of Kyrgyzstan take part in the activity of the Shu-Tallas BC. It is the only BC in Kazakhstan, where the representatives of another state take an active part in the work, but in this case, it is fully justified. The mentioned basin is situated in a trans-boundary area, where water flows in from Kyrgyzstan. Therefore, the participation of Kyrgyz representatives helps in solving the difficult problems of the trans-boundary region. Plans are also made on the establishment of the BCs in Kyrgyzstan, that is why the Kazakh experience is very important in this case for Kyrgaz collegues. Probably, in future, representatives of the Shu-Talas BC will enter the membership of a Kyrgyz BC.
It should be noted that representatives of the governmental agencies took an active part in the questionnaire survey conducted in the framework of this evaluation, which shows the sector’s interest in the activity of BCs.  

Public involvement into the work of BCs. It was identified in the process of the project implementation (according to the project group) that the NGOs do not show any strong interest  in the work of BCs. In this connection a decision was made on arranging the additional round tables and training courses for the representatives of NGOs in particular. Such approach permitted to attract more attention of the nongovernmental sector to the activity of BCs.
As the evaluation proved, the active participation of the nongovernmental sector is essential for the efficient work of BCs. At that, they are not necessarily to be the registered NGOs. Such, for instance, a representative of journalists takes an active part in work of the Shu-Talas BC. The participation of the journalist, a member of the BC, contributes to the more effective BC functioning, as through this the work of BC is always highlighted in regional mass media. 

Currently, the situation occurs, when the NGOs – the members of BCs carry out functions of the BC secretariat and assist BWA in arranging and holding the BC meetings. But not in all the Basin Councils the NGOs are very proactive and, therefore, the BWA have to undertake the functions on preparation and holding of the BC meetings.  

In some basins, however, NGOs continue to express a low interest in BC meetings. Below is a summary of the main reasons pertaining to the problem: 
· Lack of professional NGOs dealing with the water related problems at river basin levels; 
· High dependency of regional and local NGOs on donor funding, which was reduced considerably over the past year. This fact certainly threatens the existence of some NGOs per se;
· Most NGOs are still donor-driven and immature 
· Low interest in the BCs functioning due to the lack of the actual actions taken at BC meetings as perceived by NGO representatives.

Water users’ participation in the work of BCs. The low level of the concerned water users’ participation in the BC meetings is currently observed. The water consumers are not always interested in the BC meetings, as they do not see their benefits.   However, representatives of water users more actively responded to questionnaires.
Failure to maintain the gender balance is another aspect that should be taken into account. Almost 90% of all the BC members are men. Besides, majority of governmental agencies and water consumers are represented by men, while women mainly represent NGOs. The only woman holding a position of the Chairperson works for the Balkhash-Alakol BC. 
· Sustainability Aspects
The legislative provisioning of the BCs functioning is the main prerequisite of the project sustainability. The Basin Councils shall operate in compliance with the Water Code of the Republic of Kazakhstan. Following the above said, the work of the Basin Councils will continue upon the completion of the project. Though, there are some challenges that would impede the efficient work of the Basin Councils after the project is implemented.  These challenges were emphasized by all the respondents in the course of the evaluation.
1.  A Basin Council is currently a consultative and advisory body under the BWA. The position of Chairperson of the BC is held by the Head of BWA, who is placed at the same hierarchy level as a head of department of Oblast or City Akimat.  
Several options were offered in the course of the questionnaire survey to solve this problem: 

· To strengthen status of the BCs; 

· To promote the Head of BWA (such option is available, provided that the Committee on Water Resources is converted to the Ministry of Water Industry);
· To make the position of Chairperson of the BC elective, i.e. all BC members elect the BC Chairperson with a certain regularity. This being the case, when the representatives of different sectors may be elected to be the Chairperson, which would help to make the BCs functioning more transparent.

2. As presently there is no staff assigned to do the Basin Council operations, all the responsibilities for preparation and holding the meetings are placed on the BWA representatives and the BC secretariat (where it is represented by the NGOs). As long as the BWA representatives bear their own job duties, they are not able to allocate enough time to deal with the preparation of the BC meetings. All the respondents have agreed that the given problem can be resolved, provided that: 

· One or two employees of the BWA personnel (a number of people suggest there should be 3-4 persons more) are allocated for the BC duties only and get wages for performing those BC duties.
· A special subsidiary body is established to operate a BC (secretariat), which personnel would handle the BC functions only and get wages for this work. 

However, it ought to be noted that the creation of such full-time jobs is possible only if funding from the state budget is available.
3. Currently the traveling expenses of the BC members arriving from other areas are being paid from the UNDP budget.  About 30-35% in average, of each Basin Council come from other areas, and in the Ural-Caspian BC this indicator exceeds 50%. A question arises, whether the financing of traveling and accommodation expenditures of the meeting participants from other areas would be provided upon the completion of the project. 

The solution proposals for the current situation: 

· Funding of the BC meetings from the state budget. 

· Inclusion of such expenses into the budgets of organizations-the BC members
· Setting up a separate BC fund to finance expenditures for the BC secretariat services, traveling and accommodation of the BC members, as well as measures for the conservation and restoration of the water basin resources.

4. All the respondents expressed a mutual opinion that additional training opportunities should be provided to BC members to ensure sustainable functioning of the BCs. The extra training should be provided on the following subjects arranged into groups as shown below:
· Training on legal matters for all BC members. Many legal issues still require additional interpretation. 

· Training based on the best practice and targeted to the rise of the potential. Many of the people expressed a wish to study the other countries experience on operating the Basin Councils and considered necessary to exchange experience in the country through attending other BC meetings, gathering the Chairpersons of BCs to share their experience, etc.
· Training on institutional support of BCs. It is necessary to arrange in the framework of this course an additional training on facilitation skills and taking notes on a meeting, setting up and functioning of the working groups, strategic planning of the BCs work, development and execution of the basin agreements. 

The results of the questionnaire survey have shown that the BC members experience the lack of knowledge of the new resource-saving and water-efficient technologies, the secondary and tertiary use of water resources engineering, etc. 

5. Another problem that was identified in the course of the evaluation is the insufficient information of the public about the BCs functioning. 

Irrespective of the publication of about 200 articles and presence of the mass media representatives at the BC meetings, the majority of the respondents have been talking аbout the insufficient information about the BCs activity through the mass media sources.
The problem, in this context, is not related to the lack of publications about the BCs functioning. The real problem is the low interest of the society in the mentioned matters. The value of such articles for the public will remain low until the publications start covering the issues of the present regional problems that have been discussed at the BC meetings.

The project website, www.voda.kz., has been developed and operated in the process of the project implementation. Unfortunately, at the present time there are some difficulties with the access to the information placed in the Internet, as the site is not in operation since September 2007. There is a lot of useful and needed data on the site related to the BCs activity.  The site operation shall be restored in order to provide the more extensive information of the public. As explained by the project group, the website operation was suspended due to the current change of the Internet service provider and handling the technical issues of the site transferring. The functioning of the website will resume as soon as the mentioned problems are resolved.
Conclusions and Recommendations, Lessons Learned
· Project Impacts 

Before the project implementation has commenced, the requirements of the Water Code on the establishment and functioning of the Basin Councils, actually, were not fulfilled. Only through the project execution the process of the BCs establishment and functioning has been initiated. Therefore, it should be mentioned that the BCs are currently the only body, which operates at the basin level and consolidates all three, the governmental, commercial and nongovernmental sectors. 

The Basin Councils are meant to control the fulfillment of the Water Code requirements, as well as the observance of liabilities under the Basin Agreements.  The BCs may also become the major body that would plan and control the water related issues in compliance with the IWRM basin plans.

Provided that the efficient work continues, the Basin Councils will become a useful tool for handling the topical problems related to the water resources at the basin level. However, many issues related to the improvement of the BCs efficiency must be handled.

· Proposals on the Accomplishment of the Main Objective of the Project
Hereunder it should be noted that the main objectives of the project have been achieved, i.e. the eight BCs have been established and are functioning. 

Summarizing the results of the evaluation, at present, the BCs are not yet ready to operate autonomously and need an extra support from the project team. In this regard, not only and not so much the financial, as the advisory and technical support is required. 

In the respondents’ opinion, the following issues require further development: 

· Legal backing of the BCs functioning;
· Raising funds from the republican budget;
· Viable solution of water related problems in each basin;
· Organizational aspects, such as the provision of information, BC members authority, formation of the work plans, BC secretariat functioning;
· Monitoring and control over the execution of decisions made at the BC meetings, compliance with the Water Code;
· The interaction between the BC members not only immediately prior the meetings, but through the whole period. The creation of the BC topical postings (communication), pages, etc. 
· The phased establishment of the BCs left less room for promptly solution of problems on an on-going basis. It takes quit a long time to solve these problems, as the potential of the governmental authorities is pretty low, and the mechanism of interaction is not yet properly worked out. 

The solution of the above problems using only own resources of the recently formed BCs is impossible. In this connection, the need for continuation of the project to solve the determined problems is clearly observed. 

· Risk Management 
A few basic risks affect the project results sustainability, such as: 

1. Involvement of the stakeholders, including the general public;
2. Institutional capacities;
3. Funding of the BCs upon the implementation of the project.
1. Stakeholders’ Involvement. This risk existed before the project commenced and still remains. Although, the comprehension of the importance of the BCs activity comes with the passage of time. The BC members’ behavior is changing, as well as their vision of the subject. The more BC meetings held, the more fruitful their work. The BC members started appreciate, step by step, the integrated work requirement. The usage of the BCs as a tool for raising funds for water problems solving from the state budget being an example of such appreciation (following a meeting of the Nura-Sarysu BC, the arrangement of the extra funding was managed to resolve the water related problems in the regional water conservation zones and belts).

2. Institutional Potentialities of the BCs.  This risk was determined in the process of the project implementation and, currently, is one of the key aspects for the BCs functioning in future. The project team spent a considerable amount of time to increase the efficiency of the governmental officials, members of the BCs. Nevertheless, it is insufficient yet. It was noted in the course of the evaluation that the further training of the BC members is required on some separate subjects mentioned above.

3. Funding of the BCs from the State Budget. The mentioned risk was existent at the initial stage of the project and remains unchanged at the completion stage. Such situation occurred due to the following factors: 

· The inability to include the BCs into the system of budgetary financing upon the establishment of all the eight BCs;.

· The procedure time for the obtaining of the budgetary financing; 

· Rather weak financial competence of the BWA with regard to the BC budgets preparation in order to apply for the funding from the republican budget. 

As the evaluation proved, the budgetary financing of the BCs would be available not earlier than the year 2009.  Taking into consideration that the financing of the BC meetings by the project will stop at the end of 2007, a gap of one year, at the best case, in the BCs funding will occur, which would put at risk the further functioning (existence) of the BCs. 

Of course, that is not to state that the operation of BCs will cease completely in default of the funding, but the finance difficulties will, first of all, jeopardize the interests of those BC members, who come from other areas and, therefore, will not be able to attend the meetings. In this case, the concept of the BCs establishment, i.e. operation at the basin level, when representatives of different structures, as well as different territorial units, participate at the meetings, will be put at risk.  It would most affect the Ural-Caspian basin, which includes four regions, and where the number of members, who have to travel to the meetings, makes up over 50%. 

· Best Practices and Lessons Learned
The following positive outcomes have been achieved in the course of the project implementation: 

1. A precedent of the advisory and consultative body establishment at the basin level. 

2. The cross-sectoral interaction of different structures and authorities.

3. Building of an area for the interaction relations between different groups of the parties concerned to pass joint resolutions.

4. The capability to manipulate the decision-making process at the higher levels.

5. The opportunity to inform via mass media the general public of resolutions passed at the BC meetings.

6. The additional budgetary funding opportunity to resolve the actual problems addressed at the BC meetings.

Based on the evaluation findings, the following lessons can be learned: 

· It is necessary to engage more aggressively in the BCs operations the nongovernmental organizations and, possibly, the mass media representatives covering the environmental or water related regional problems.  The more extensive information of the public will help to make the BC meetings more transparent and understandable for the population and create an extra motivation for the efficient work of BCs.

· Certain people should be allocated to run the BC secretariat.  Presently, the secretariat is run by the representatives of RBO, who are very much busy with their direct job duties and, therefore, cannot contribute enough time to the BCs activity.  The allocation of extra labor resources may become available, provided that the budgetary funding is approved. Therefore, it is required to consider at this stage the allocation of responsibilities, which would allow make the work of the BCs more productive.

· It is essential to ensure the BCs functioning all the time, instead of operating on a from-meeting-to-meeting basis. The distribution of information on the BC working group meetings and execution of the meeting resolutions is required.  At the same time, the implementation of the meeting resolutions would demonstrate how effective the BCs are and bring to the public notice the activity of the BCs. 

· It is advisable that the every Basin Council should hold the BC member meetings biannually.

· The issues that cannot be decided by separate authorities or organizations, or require approval of all the BC members, shall be addressed at the BC meetings. 

· The BC members, including the BC chairpersons shall undergo the additional training.  The training should include several subjects, ranging from legal to institutional aspects, such as the strategic planning, facilitation, etc
· At this stage the Basin Councils are not able to function without the external backup support. 

As the evaluation suggests, the good results have been achieved at the present stage, but they are not steady enough yet.  To consolidate the obtained results and increase the operating efficiency of the BCs it is essential to extend the time of the project, at least, for 1.5-2 years.
In the event of the renewal of the project, the more attention should be given to the BC members training and the more efforts ought to be focused on the improvement of the mechanism of the BCs functioning, with due regard to all the results achieved over the past period.

 Field Visits 
In the framework of the evaluation process the following sites have been visited: 

1. The Committee on Water Resources of the RK Ministry of Agriculture, Astana,
2. Nura-Sarysu RBO, Karaganda 

3. Ishim RBO, Astana 

4. Shu-Talas RBO, Taraz
5. Shu-Talas BC meeting, Taraz
6. Balkhash-Alakol RBO, Almaty
List of People Interviewed
The following stakeholders have been interviewed in the course of the evaluation: 

1. Kenshimov A.K. – Deputy Chairman of WRC of the Minstry of Agriculture RK
2. Danbayev B.Z. – Head of the Nura-Sarysu RBO, Chairman of the Nura-Sarysu BC
3. Ashenov G.A. – Head of the Ishim RBO, Chairman of the Ishim BC
4. Khudaibergenov N.R. – Head of the Shu-Talas RBO, Chairman of the Shu-Talas BC
5. Tleulessova A.I. – Head of the Balkhash-Alakol RBO, Chairperson of the Balkhash-Alakol BC
6. Annozhin M. – Chief of Department of the Nura-Sarysu RBO
7. Ten V.K. – Chief of Department of the Balkhash-Alakol RBO
8. Tlendiyev R.T – a member of the Shu-Talas BC
9. Kuralbayev G. – Deputy Head of the Shu-Talas RBO
10. Kazykeyev I.L. – Director of  RSE «Tarazvodkhoz»

11. Sakhvayeva E.P. – Department of Water Resources Management, Kyrgyzstan
12. Atakhanova K.J. – Chairperson of the RK NGO EcoForum, a member of the Nura-Syrasu BC
13. Sabitov R. – PО «Mountain Club Zhabagly-Manas», a member of the Shu-Talas BC
14. Yefimova E. – PО «Mountain Club Zhabagly-Manas», a member of the Shu-Talas BC
15. Chernova G.Kh. – Director of the NGO «», a member of the Ural-Caspian BC
16. Nikolayenko A. – Project Manager, IWRM, UNDP
17. Aliakhasov Zh. – BC specialist, UNDP
18. Petrakov I.A. – Consultant, IWRM Project Lawyer, UNDP
List of Documents Reviewed
In the evaluation process the following documents have been reviewed: 

1. Project Document 
2. Minutes of the BC meetings
3. List of the members of the eight BCs 
4. Videotape recoding of the Nura-Sarysu BC meeting
5. Basin Agreements concluded by the BCs
6. Regulations on the Basin Councils
7. Water Code
Project Efficiency Evaluation Questionnaire   
The National Integrated Water Resources Management and Water Efficiency Plan for the Republic of Kazakhstan 

(Component – Establishment of the Eight Basin Councils)

Thank you in anticipation for your time spent for filling in this Questionnaire
Name and Surname______________________________________________________

Authority or organization you represent__________________________
1. Do you know the main project executors?

____________________________________________________________________________

2. How, in your opinion, the process of establishment of the eight Basin Councils (BCs) was performed?

_____________________________________________________________________________

3. What governmental agencies and other authorities participated in the activity of the BCs?

_____________________________________________________________________________

4. Based on what and how, in your opinin, the BC members were selected?

_____________________________________________________________________________

5. How efficient (in your opinion) was the coverage in mass media of the BCs establishment? 
_____________________________________________________________________________

6. How closely do you work with the project group?

_____________________________________________________________________________

7. How many and what kind of institutional arrangements were undertaken in the framework of the BCs functioning?

_____________________________________________________________________________

8. What arrangements were the most essential? Please, specify what arrangements you contributed to.
____________________________________________________________________________

9. What issues need to be finalized (revised) / were not included, but required to be addressed to in the process of the BCs establishment?
_____________________________________________________________________________

10. Did you undergo a training courses and how useful it was?

____________________________________________________________________________

11. Please, suggest what seminars and training courses would you consider useful to undergo?

____________________________________________________________________________

12. Were the resources engaged well sufficient (financial, human, technical) to establish the BCs? 
_____________________________________________________________________________

13. If not, what were missing? 
_____________________________________________________________________________

14. Did you contribute to the development of the BC documents (strategy, charter, regulations and other)?
_____________________________________________________________________________

15. In your judgement, were the opinions of all BC members appreciated? __________________________________________________________________________
16. How often the BC meetings are held? 
_____________________________________________________________________________

17. Please, indicate if the BC meetings were helpful for you? __________________________________________________________________________
18. Did the BC activity contribute to resolving of any specific problems in your basin? If yes, please specify.
_____________________________________________________________________________

19. What issues, in your opinion, would require the further development in the BCs?

_____________________________________________________________________________

20. Was the access to information on the BCs activity provided to the full extent? __________________________________________________________________________
21. What kind of information on the BCs activity do you usually receive? __________________________________________________________________________

22. In what way and how often do you receive the information about the BCs operation? __________________________________________________________________________

23. How wisely were allocated the responsibilities on the BCs functioning?
_____________________________________________________________________

24. What challenges have been faced in the process of establishment of the BCs?

_____________________________________________________________________________

25. What problems have been observed in the process of BC functioning?

_____________________________________________________________________________

26. Please, suggest what are the prospects, in your judgement,  of  the BCs activity? 
_____________________________________________________________________________

27. Please, advise, what challenges, in your opinion, may occur in future for the BCs operation? 

_____________________________________________________________________________

28. Your recommendations:
Analysis of Questionnaires Obtained in the Course of Evaluation of the Project “The National Integrated Water Resources and Water Efficiency Plan for the Republic of Kazakhstan” (Component – the establishment of the Basin Councils in the eight basins of the Republic of Kazakhstan)
The questionnaire survey was aimed to interview a big number of people, who were involved in the activity of the Basin Councils (covering a huge territory, due to a wide scattering of BCs). A sample questionnaire in Russian language is attached as an enclosure to the report.  The questionnaire includes 28 questions. Total 29 questionnaires were obtained, including the 4 questionnaires received from the large water users, 24 ones obtained from different governmental agencies and 1 questionnaire from a representative of the nongovernmental organizations.

The analysis of the obtained questionnaires proved that the governmental agencies were more active than the nongovernmental sector.
1. Answering the question, whether the respondents know the project executive officers,  almost all respondents showed that they know the main project executives.  Some respondents (8) even indicated names of UNDP managers. Only three organizations answered that they are not aware who the project executives are. In one questionnaire a respondent mentioned Sweden and Netherlands as the main countries implementing the project.  Therefore, it is obvious that the respondents are aware of the project executive team.

2. The second question is related to the process of establishment of the BCs. The  answers of the respondents showed that their opinions very, 3 respondents said that BCs were established in accordance with Paragraph 2, Article 43 of the Water Code, when in the other 3 questionnaires it was mentioned that the establishment process went through  holding different events (round tables, seminars, training). 12 questionnaires suggested that the establishment process was carried out in an expeditious manner, legally correct, in accordance with the plan and stage by stage. 1 respondent admitted a positive tendency, but suggested that the BCs establishment and functioning process forcing is required. 

3. Answering the question about the involvement of the governmental agencies, all the people interviewed enlisted all authorities and organizations, who are members of the BCs. Based on that, we can say that the process of involvement into the BCs activity of organizations of all levels and different sectors went quite successfully.

4. Analyzing the responds to the next question about the selection of the BC members, it should be noted that the half of the respondents said it was done on the basis of Paragraph 2, Article 43 of the RK Water Code, when the second half suggested the selection was exercised on a voluntary basis, i.e. all parties concerned could enter the membership, and wide representation of different authorities and departments was welcomed.  3 respondents were confident that the selection of members was performed in accordance with the Basin Agreements and standard regulations on the BCs.  Summarizing the responds, we can say that the selection process was built on a voluntary basis, but was carried out in compliance with Paragraph 2, Article 43 of the Water Code and Regulations on the BCs.
5. The following answers were received in response to the question about the media coverage of the BCs activity: 8 people interviewed suggested that the information was extensive and transparent, 12 respondents said the level of media coverage was very low and 6 respondents noted that all the events were attended by the mass media representatives. Integrating the responds, it should be noted that, to some extent, the information campaign was weak and the development of a media coverage mechanism and involvement of the republican mass media are probably required.

6. The replies to the question about the close work with the project group provided odd bits of information: 17 people have noted that the cooperation is, mainly, performed through the BC seminars, meetings, etc., 4 respondents replied that they closely cooperate with the project group, and only 1 person interviewed said that he/she does not interact with the project team. According to the questionnaires, the interaction with the project group takes place at the regular meetings and other events.
7.To the next question – how many and what institutional arrangements were performed in the framework of the BCs activity – almost all the respondents noted that the trainings, round tables and meetings have been held in accordance with the BC work plan.

8. Answering the question, what arrangements were the most essential and which ones you contributed to, the majority of respondents indicated, in general, the meetings and training course on the BCs functioning, as well as the development, in the framework of the meetings, of basin plans, BC work plans, establishment of the water protection zones and belts.

9. According to the questionnaires, 5 people interviewed in response to the question related to the issues to be finalized have noted that the legal backing of the BCs authority (legitimization) is essential, 6 respondents replied that the issues related to the rational use and conservation of the water resource and underground water, establishment of the water protection zones and belts around all water sources require careful consideration. According to 2 respondents, everything was accounted and included (all issues were covered).  And 4 people suggested the further development of institutional issues, related to the work plans, information campaigns, mechanism of interaction between the controlling bodies of different governmental agencies, when implementing the basin principle (watershed management) of the water resources protection.
10. In answer to the question, if the training seminars were arranged and how useful they were, 15 respondents said “yes”, 9 people replied “no”, and one respondent mentioned that it is necessary to increase the number of training seminars, including the outside ones.

11. In the respondents’ opinion the following seminars and trainings should be arranged:

- The Maximum Permissible Harmful Impact on Water Bodies – Study of a recent engineering work on the resource-saving and water efficiency, technical solutions on the secondary and tertiary utilization of the water resources; - Integrated Water Resources Management: - Water resources assessment, establishment of the water protection zones and belts around the basins; - Water resources management concept; - Water resources use monitoring. 

- related to the BCs activity, including the Strategic planning of the BCs functioning and selection of issues for BCs decision making, Conclusion of the Basin Agreements (6 respondents);
- study of the foreign experience in the establishment and functioning of BCs, interchange of experience between the eight BCs, overseas training  (5 respondents);
- NGO’s participation in the monitoring of build-up of pollutants in the water environment, approval of water consumption programmes, development of the ecotourism and other.;

- law and legislation training course, specifically, legislative enactments and regulations study;

12. Answering the question, whether the resources engaged were well sufficient,  the majority of the respondents answered in the affirmative (11), according to 5 respondents, the resources engaged were not sufficient, 4 people interviewed mentioned that they are not aware of the situation to answer this question.

13. In the opinion of the respondents, the major resource that is deficient in the BCs activity is the financing (6 respondents), specifically, of the BC meetings, BC members travel and accommodation expenditures. 5 respondents have noted the lack of technical resources, and 2 people answered that the human resources deficiencies is being experienced, in particular, full-time secretary is missing.

14. Answering the question related to the respondents’ participation in the development of the BC documents, actually all the people interviewed answered that they contributed to the development of all BC documents, and 2 respondents informed of their participation in the development of the IWRM plans.
15. Almost all the respondents admitted that the opinions of all the BC members are being considered, when discussing the documents related to the BCs activity 
16. As the questionnaire analysis proved, each Basin Council acts in accord with its own work plan and schedule, therefore, meetings of the BCs are held in different time, in some BCs once a year, in others biannually.
17. All BC meetings are considered by respondents useful, as, according to them, meetings, usually, address to the topical problems of each region.

18. Answering the question about specific problems that were resolved with the BCs participation, the majority of respondents could not specify.  The lack of the topical problem solutions is mainly explained by the initial stage of the BCs activity, when many topical issues are being under consideration.

19. According to the respondents, the following issues that could be divided into three blocks require the further development:

- legal backing of the authority of the BCs and funds raising from the republican budget;

- institutional issues, information, authority of the BC members, work plans formation, control over execution of BC resolutions, compliance with the Water Code, interactions between the BC members;

- water related problems of each basin;
20. In response to the question, if the access to BC information is provided to the full extent, most of the respondents answered in affirmative. Some respondents requested to consider a possibility to create own (BC?) site.

21. To the next question, what information related to BCs do you normally receive, almost all the respondents answered that they, usually, receive a package of documents prior to the next BC meeting.

22. In answer to the question, in what way do you receive information on the BC functioning, few variants of response were noted. Such, some respondents replied that they get the info from the site www.voda.kz,, the others suggested they receive it by e-mail and in prints (usually prior to BC meetings), 3 respondents said that they receive no information at all. 

23. Analyzing responses to the next question, if the responsibilities were allocated wisely, we shall to note, that, in the opinion of the majority of respondents, the responsibility were allocated wisely and with due regard for the every member competence.

24. In some answers to the question about the main challenges faced in the process of establishment of the BCs, the insufficiencies of the regulatory and legal background, as well as organizational problems, caused by the geographical spread, were mentioned.  Some respondents expressed incomprehension of the BCs mission.  According to 4 respondents, there were no challenges faced.

25. As for the problems observed in the process of the BCs functioning, the priority is given to the lack of funding, followed by disadvantages of the regulatory and legal background.  The non-attendance of some heads of authorities, the BC members, was noted, as well, which impedes decision making process.  4 respondents think that there were no problems observed in the process of the BC functioning.

26. According to the majority of respondents, there are perspectives in the BCs future, given the legal status, extension of authority and funding from the republican budget, which would permit to resolve many topical issues, including problems of all water sectors of the basins, and to perform to the full extent the mission on the integrated managements of the RK water resources and their protection.

27. Answering the question, what challenges may occur in the future, most of people interviewed denoted the lack of financing, deficiency of the regulatory and legal background and, possibly, organizational problems, such as the information about the BC functioning, low involvement and misunderstanding at the level of interregional territorial and industrial departments.
28. At the end of the questionnaire the respondents were requested to provide their recommendation, which were obtained in a great quantity: 

- ensure fruitful functioning of the BCs, handle problems of the Ural-Caspian (UC) basin with a view to improve environmental situation in the western region of the Republic;

- ensure more extensive media coverage of the BCs activity, distribute a news bulletin;

- determine a source of the BC funding; 

- reinforce the legal status of the BCs; 

- add two more job positions in the RBO to ensure the efficient functioning of the BCs (secretaries, etc.) through the establishment of an investors fund, or budgets (regional, republican);
- arrange budgetary funding from the republican budget in order to execute the BC work plans; 
- create websites for each BC, which would allow considerably increase the level of interaction between the Council members, as well as permit the access to information on the BC functioning for the general public;

- develop a programme of monitoring over the water bodies of each water-resources basin and other;

- provide all the UC BC members with copies of all the BC basic documents in order to ensure well coordinated work of the UC BC. (presently, the TD Zapkaznedra is missing the officially approved basic documents of the BC, including the regulations, rules of procedure, list of the BC members, work plan, etc.);

- implement the plans scheduled;
- strengthen the BC system through the technical and financial support; 

- single out the BCs as an independent structure, empowered with the authority of an ecosystem department and governed by the interests of the sustainable development of BC areas and improvement of the social and economic indicators of the local population’ life;

- pay special attention to the intercommunication between regions with regard to transboundary water apportioning, exchange of information on disagreements occurred and suggested ways forward;

- arrange quarterly meetings of the BC members;

- make decisions on NKO regional problems only with participation of the representatives of the BC and NKO administration;

-establish the National Basin Council.
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