Final report on the use of  project funds

The report must be sent as soon as a project has been completed ( i.e. at the end of the time frame that applies to the project support), and at the latest within the six months. 

An electronic copy of the report can be obtained from the executive officer at the Ministry.
1.  General project information
	Name of organisation:
	Republic Hydrometeorological Service of Serbia (RHMSS)

	Area/Country:
	Serbia 

	Project title:
	Design and Optimisation of the National Hydrological Network in Serbia

	Project number: 
	2060341

	Recipient: 
	Republic Hydrometeorological Service of Serbia (RHMSS)

	Co-operation partner(s):
	Norwegian Water Resources and Energy Directorate (NVE) 


2. Project expenses
	Allocated amount
	NOK 747,000.- in cash

	Other financing
    Own contribution 
   Other contributions
	NOK  747,00.- in kind  

NOK  -

	Total project expenses 
	NOK  1,494,000.-  in cash & kind


3. Project description
a. Describe the project purpose and objectives, including indicators for measuring performance. If the purpose or objective were modified, an explanation must be given. 

	The project purpose was to support the Republic Hydrometeorological Service of Serbia  (RHMSS), which is a specialized organisation of the Government of Serbia, in the revision, redesign and modernisation of the hydrological network in Serbia in order to meet the demand for hydrological data and information in the country. As a first step, the project was to undertake a thorough review of current status of the network and then prepare a full-fledged technical document for redesign, reconstruction and modernisation of national hydrological network in Serbia. As a second step, the project was to demonstrate and test on selected pilot stations within the network the solutions and technology adopted for the redesigned network. The project was expected to enable the RHMSS to embark on a complete reconstruction, rehabilitation and modernization of the whole redesigned national hydrological network in accordance with the adopted design of optimal network  and technical guidelines. 


b. Indicate the target group(s) of the project and, if applicable, primary and secondary target groups.
	The project has been designed to support modernisation and improvement  of the RHMSS, which is mandated, inter alia, to  design, establish, operate and maintain national network of hydrological stations in Serbia, and provide reliable hydrometeorological data, forecasts and information to all sectors of national economy, public administration, general public and other users.  

Main beneficiaries of the project are the Government of Serbia and its  Republic Hydrometeorological Service of Serbia ( RHMSS ) as direct recipient of the financial and technical assistance. Ultimate beneficiaries, however, are the numerous users of hydrological data collected from the national network, and hydrological forecasts, warnings, information and other products that are derived from data collected from the hydrological network. To recall, such data and information are fundamental for sustainable economic development and represent a prerequisite for adequate water resources planning, development and management in the country.




c. Indicate the outputs, activities/processes, and inputs.
	There  are two major outputs of the project, as follows: 

Output 1.  National hydrological network in Serbia, redesigned and optimized in accordance with the assessed users’ needs and requirements at national level,  and international obligations of the country;
Output 2.  Technical document with guidelines for establishing stations  in the national hydrological network in Serbia, and equipping them with modern equipment for hydrological measurements and data transmission provided, demonstrated on selected pilot stations, and in use.

Both project outputs have been produced on time and as planned. In the process of their production, the main project activities included: Assessment of status of the hydrological network in Serbia; Assessment of users’ needs & requirements for hydro data and information; Preparation of a draft design of the new & improved network of hydrological stations in Serbia; Adoption of standards for equipping hydrological stations with modern sensors and data transmission facilities; Preparation  of a draft proposal for equipping hydrological stations in Serbia; Organisation of a national round table consultation  on network design with participation of the key users of hydrological data in Serbia; Adjustments to redesigned network and proposed equipment based on feedback from users; International workshop to introduce the proposed revised network and equipment; Final proposal of redesigned network and  measuring equipment to be installed in the network; Selection of pilot stations and purchase of equipment; Installation of equipment at the pilot stations; Preparation of project proposal for 2008; On-the-job training on the use of Stream Pro ADCP for hydrometric measurements in Serbia.    

Some of the major highlights of the project achievements include but are not restricted to:
· Memorable on-the-job training of 12 field hydrologists in Serbia on the use of modern ADCP technology for hydrometric measurements ( Belgrade, Zajecar, White Timok river,  April, 2007) with participation of two trainers from NVE ( Olav Osvoll and Moe Erlend);

· National Round Table on modernisation of hydrological network in Serbia (Belgrade, September 2007), with participation of all key users from Serbia and two NVE experts (Arne Tollan and Olav Osvoll); 
· International Workshop on hydrological network design, operation and maintenance and management of transboundary water resources in the region (Belgrade, November 2007), with participation of specialists from Serbia, and all the West Balkan countries, Norway-NVE, Germany, and UK, and the representatives of several major suppliers of modern hardware and software in the filed of hydrology from Europe.  
· Production of a comprehensive technical document on complete rehabilitation and modernisation of the national hydrological network in Serbia, which contains all the necessary technical details - with detailed specification of type of works and budget required for its implementation.  For RHMSS this document will serve as a basis for soliciting the necessary funds - from national budget and/or external sources - and embarking on modernisation of the network in accordance with priorities set by the key uses. 

· Provision of hydrological equipment ( ADCP, real-time hydrological sensors, PDA & software) to demonstrate at a selected hydrological pilot station in Serbia the use of modern equipment for hydrological measurements and real-time data transmission. 
Major technical input & know-how in implementing the  project was provided by the Hydrology Department of NVE whilst the RHMSS contributed through providing its expertise and adequate national counterpart staff as well as  all the necessary data, facilities and logistics throughout the project implementation. 
Total budget of the project  amounted to NOK  1,494,000.-  half of which was contributed in cash by the Government of Norway ( NOK 747,000.-)  while the second half was contributed in kind by  the Government of Serbia, through the RHMSS.  


4. Project implementation 
a. Where the project’s purpose and objectives achieved? If not, explain why.
	The project’s purpose and objectives were achieved in full and had in fact gone beyond the expectations. The achievements are highly appreciated by the RHMSS, the main beneficiary, as well as the national authorities in Serbia, the key users of hydrological data, and  the country’s scientific and technical community who took active part in executing several key tasks of the project.


b. Was the project implemented as planned as regards inputs and activities? If not, explain why. 
	After a somewhat sluggish start in the first two months, mainly caused by changes in the project leadership, the project implementation picked momentum and intensified in the last 10 months.  As a result, all the planned inputs and activities specified in the detailed project work-plan have been completed well on time. It is with pleasure to acknowledge excellent cooperation of the two project partners ( NVE, Norway and RHMSS, Serbia)  in executing all the project activities. 


c. How was the project coordinated with other actors ( e.g. NGOs and the authorities of the recipient country)?
	Coordination arrangements involved participation of key national water and hydrological data  users in Serbia as well as the government authorities in charge of water resources management  in the country. These organizations have been involved in all phases of development of strategic technical document for hydrological network design and modernisation in  the country, through consultative meetings and the national round table discussion  on modernisation of national hydrological network. Last but not least, countries of the West Balkan region have also been involved through the International Workshop that was organised by the project with a great success.


d. What was done to ensure transfer of expertise and sustainability ( e.g. financing, operation, etc.)
	Training of national technical staff of the RHMSS has been a top priority of the project. Both the NVE  and the local consultants participated in transfer of expertise and know-how, while the training  programme consisted of  (a) regular working sessions with the NVE project partners though execution of  various project activities; (b) national round table consultations and discussions; (c) a series of on-the-job training events on the use of modern technology in hydrology, and for  hydrometric measurements on the rivers in Serbia; (d) international  workshop with involvement of experts from the West Balkan region, NVE, Serbia, Germany, UK and the representatives of reputed producers/suppliers of modern hydrological hardware and software. The technical staff of the RHMSS was extensively trained within the project in the use, operation and maintenance of modern ADCP technology and other hydrological equipment that was provided by the project.


5. Lessons learned from the project  
a. What unforeseen challenges were encountered? How were they met?

	The biggest challenge  has been the change of the project leadership at the beginning of the implementation period  both at the NVE and RHMSS. Mr. Svein Harsten, the former NVE Team Leader, took up a job with another organisation and left the NVE. At the same time, Mr. Dragan Jankovic, Assistant-Director and project Team Leader at the RHMSS retired one month before beginning of the project implementation. It took some time till the new project leadership was put in place. However, once  new Team Leaders of the project were appointed ( Mr. Olav Osvoll, NVE - and Mr. Slavimir Stevanovic, RHMSS) the project moved swiftly forward; Owing to this sustained effort, the project partners  succeeded to make up for the lost time by the mid-term of the project implementation, as  reported in the Mid-Term Project progress report. No other serious unforeseen challenges were encountered. 


b. Which aspects of the implementation worked well?
	The most important aspect of the project, which worked so well and had decisively contributed to the overall project success, refers to an excellent spirit of cooperation, mutual trust and respect among the project partners, NVE and RHMSS.  Another important aspect was the decision, made by the Project Steering Committee, to recruit a well qualified local consultant for preparation of the key project document, i.e. the technical proposal for redesign and modernisation of the national hydrological network in Serbia. 



c. What could have been done better?
	One-year implementation period of the project dictates that the project activities need to start on time to avoid delays or hectic schedule in trying to catch up with deadlines set in the project workplan.  For this reason the appointment of the new project team  leaders after departure of the old ones could have been made earlier, i.e. at the very beginning of the project implementation.    


6.  Other comments  

	It is felt that the following comments have merit and deserve  to be placed on record: 

· Excellent working relations, cooperative spirit, mutual trust and respect among the project partners – the NVE and the RHMSS –proved of decisive importance in overcoming temporary snags in the course of project implementation and had been a major factor in completing the project successfully and well on time;  

· The RHMSS benefited substantially from the project while some of the  project achievements, such as the National Round Table on modernization of national hydrological network in Serbia and its excellent conclusions, are expected to improve and change profoundly the relationship between the RHMSS and the major users of hydrological data and information in the country; The RHMSS would also be more than interested in continuing  and deepening further technical  cooperation with the NVE partner in the years to come; 
· International Workshop on hydrological network design, operation and maintenance, and water management ( Belgrade, 6 & 7 November 2007) is considered as one of the major events organized by the project. There was a unanimous feeling  among  the workshop participants, expressed explicitly during and at the closing session, that the whole exercise was of high technical standard and practical value for hydrologists in Serbia, Montenegro and the West Balkan region, that it was well organized, and that more gatherings and activities of this type  should be planned in the region in the future; 

· The project partners ( NVE and RHMSS) felt that more opportunities for regional cooperation and specialized training could be offered through the newly  proposed project  for the year 2008 ( concerned with improvement of hydrological forecasting in Serbia) if approved by the Norwegian Government;   
A number of documents has been produced in the course of project implementation; They are kept in the project files and can be made available for perusal/inspection upon request. 


Place and date: Oslo, 7 December 2007
Recipient Organisation: Republic Hydrometeorological Service of Serbia, Belgrade
Project manager, RHMSS:   …………………………………………………





Slavimir Stevanovic, BCE., M.Sc.
