Annex 2 – Result of the Interviews


	Appropriateness of and compliance to the work plan
	BOSCH’s view
	stakeholders’ view

	Work plan 

In the beginning, the project went through a few significant changes at the level of top management, namely the changes of NEPO secretary-general and Director of Renewable Energy and Energy Conservation Division, plus the bureaucratic restructuring which transformed NEPO, a rather independent policy agency into EPPO under the newly established Ministry of Energy. 

BOSCH develops an annual work plan based on the project document, and revises the work plan every 6 months.

There are 3 important reporting requirements:  annual PIR to GEF, bi-annual report to EnCon Fund, and quarterly report to UNDP.

There have been only few important delays: a) the recruitment of BOSCH director, b) the second pilot plant, c) the business plan.


	BOSCH has adhered to the work plan.  There has been no substantive change, only operational changes, e.g. the switch from the Trang to Yala Plant.


	Most believe that the project is well conceived and has progressed well.  

A PSC member pointed out that BOSCH has been slow in analyzing and disseminating best practices and lessons learned from the pilot plants, which would be useful for other potential developers.   

Another thinks BOSCH has a difficult task of fulfilling the project’s requirements on one hand, and responding to the changing situation (and policy) on the other.

	  Scope of the project

BOSCH has expanded from biomass to biogas, and has done policy studies on wind, solar, etc.

BOSCH has also participated in EFE’s non-biomass, non-renewable energy policy studies, e.g. energy cost in major industries, IPP guidelines, etc. 


	The scope of the project is too limited (to biomass and renewable energy), and BOSCH finds that it is difficult to expand the scope, e.g. the case of CDM (The delay was due to the necessity to ascertain that BOSCH’s CDM work would not contradict GEF’s policy).

Nonetheless, BOSCH has expanded into biogas and other areas.  The expansion is due to close connection between renewable energy issues and the drive to become financially sustainable.


	Agreed that biomass is too limited.  Some think renewable energy or clean energy is more appropriate.



	Project management and oversight
	BOSCH’s view
	Stakeholders’ view

	Project oversight

PSC convenes twice a year.   Academics and IFCT (TMB) representative are the most active participants in PSC meetings.
EFE meets more frequently on a broader agenda. 

EFE chairman reviews the project with BOSCH management almost every month.

	The PSC is not an effective project oversight system, as most PSC members do not have direct stake in BOSCH.  PSC members do not know the details and cannot contribute useful comments.   They only acknowledge BOSCH’s reports.   

EFE board does not supervise BOSCH operation.
	Good implementation progress.  

While some think PSC has played an appropriate role, others think
PSC has limited role in steering the project as it meets only twice a year, and discusses only managerial, not substantive issues.

Some PSC members would like to have more exchanges with BOSCH.

It is suggested that BOSCH solicit more active involvement from EGAT and PEA.




	BOSCH has monthly meetings among  different cells and in-house collaboration on a project basis.


	There have been some overlappings and gaps.  But BOSCH has attempted to solve the problem.  One way to overcome these problems is to appoint “a project coordinator”, on a project basis.

While most staff are satisfied with the existing system, some believe BOSCH needs to work out a better system, to enhance the synergy of different lines of work, and to identify an appropriate focal point for certain types of work.
	

	Coordination with partners and other agencies
	Good communication and coordination with most agencies.  But problems persist with some, e.g. EGAT and PEA.
	BOSCH has cultivated good relationship with its clients and communities, but needs to improve its relationship with other organizations.

It is also suggested that BOSCH work closely with EGAT and PEA to learn from their expertise and experiences.



	
	
	

	Procurement and disbursement

Approximately 80% disbursement.

	Procedures and regulations allow for efficient and transparent operation. 
	

	Personnel
In terms of personnel, BOSCH, PMO and EFE have expanded from 12 staff in early 2002 to 23 staff in 2004.   

Policy and financial cells have high turn-over rate.  Personnel changes in other cells are largely promotions and transfers to other cells.

	Personnel changes have impeded the implementation to some extent.
Recruitment has been difficult as the project demands high qualifications.

	There is a concern about high turn-over, which may affect BOSCH’s capacity development.
BOSCH needs to recruit more experts, and urgently fill the vacant policy post.

	Balance among different lines of works

There have been more projects, seminars, and staff on technical than other lines of work.

There are 6 technical staff compared with 1-2 for other lines of work.   Among the 6, 2 are covered by DANIDA fund, 2 by commissioned projects. 


	Information used to be the most important barrier to the development of biomass power generation and cogeneration.  Now, finance is the most significant factor.
BOSCH management ranks the different lines of work from the strongest as follow: technical, information, policy, outreach, finance.


	Policy, finance, PR/public education are cited as the most important challenges/barriers today.

Among the different lines of work, BOSCH is strong in technical and information.  It should expand or make improvement on other lines of work.

BOSCH increasingly focuses on areas that are commercially promising (CDM, GIS, technical service), and is not focused on removing the most important barriers (policy, public education).

BOSCH is becoming another energy/ engineering consultancy firm.  But there are many of this genre, and technologies are readily available within and outside the country. 

	The future of BOSCH  
The business plan finalized in December 2004 presents 3 options for BOSCH: a) continue under EFE, b) become legally independent but maintain a close link (financially) with EFE, c) become fully independent.
	
	The majority of PSC and EFE members believe that BOSCH should maintain as a not-for-profit organization.  

Some point out that BOSCH should not aim to be financially self-sustainable, but it is important that the BOSCH’s functions be sustainable, partly by cost recovery, partly by state subsidy/support.   
A minority view believes an independent BOSCH would become more efficient.



	Quantity and quality of work
	BOSCH’s view
	Stakeholders’ view
	Beneficiaries’ view

	Quantity and timeliness of work (see output-outcome table)

According to the internal evaluation, BOSCH has delivered most of its works in a timely manner.  

Only the followings record less than 70% achievement:

Business plan (20%)

Second pilot plant (50%)

Synthesis of biomass power plant experiences (60%)

Public participation (50%)

Radio-TV interview (50%)

Recommendations of non-financial support measures (50%)  

Feasibility study on risk guarantee facility (50%)

Agreement on risk guarantee for the second pilot plant (50%)

Technical network meeting (60%)

The followings record over 100% achievement:

Workshops for various target groups (200%)

Technical proposals for new projects (200%)

	
	BOSCH has produced many pieces of work.  The question is how many of these have led to concrete developments.
	

	Output-outcome linkages  (see output-outcome table)
	
	BOSCH has undertaken many activities and produced a great number of works.   It is important to analyze whether the activities and outputs have effectively produced expected results (outcomes).
	

	Overall quality

There are satisfied and disgruntled customers.
	
	BOSCH needs to be more careful about the handling of its clients.  


	2-3 policy studies  are cited as “having quality problems” 
Examples of the problem are:

Lack of or poor quality of analysis, especially on policy aspects.

One biomass/biogas customer reports that BOSCH failed to facilitate/clarify policy issues; he had to go directly to EPPO.

Some biomass/biogas customers are satisfied with all types of service.



	Quality control  
There is little or no quality control mechanism for non-fee services.   

For fee-based services, the customers play the most important role in quality control.


	
	The lack of a quality control system is a serious concern.

The project should allocate budget for quality control.

	

	Fee and non-fee services

Preliminary consultancy, pre-feasibility, second opinion are on non-fee base.

In general, BOSCH charges a fee when the interest starts to take on a commercial nature, e.g. feasibility study, contract review.

	 BOSCH charges lower than the market fees to lower the barrier for potential developers.  The fee is charged to ensure that potential developers are committed to their projects.
	Some point out that BOSCH can levy charges under the market rate, thanks to the GEF/ENCON fund.   If BOSCH becomes another commercial consultant firm, this will be unfair to other firms.


	BOSCH’s fee is reasonable.

	Finance is now one of the most important barriers, but BOSCH’s financial work is the weakest link.
	BOSCH is still struggling to find an appropriate approach to handle its financial work, to integrate financial work with other lines of work, and to liaise with financial institutions and clients.   
BOSCH has to seek the best funding deal for its client.  But BOSCH strictly adheres to professional discretion.   BOSCH never discloses details of one financial institution’s proposal to the others, and never discloses details of the financial agreement of one client to the others.   

BOSCH admits slow progress on the development of credit/risk guarantee facility due to the unavailability of benchmark costs/prices.  Other types of funding mechanism, e.g. equity fund, are also difficult as project developers do not trust financial/funding agencies.

	Among all lines of work, finance is the weakest, generating little value added.

BOSCH should improve its financial analysis and develop various types of funding mechanisms that suit the developers’ needs.


	BOSCH’s feasibility is prudent and conservative.  Customers are protected from undue risks. 

BOSCH’s prefeasibility studies do not match the requirements of financial institutions.

BOSCH should position itself as a “neutral” facilitator, by not favoring/recommending one financial institution over others, not disclosing the loan rates and conditions of other projects as each project is different from others.


	Technical work is BOSCH’s backbone.  DANIDA’s expert and funding provide an extra edge.


	BOSCH is technically strong as it can offer both biomass and biogas technology.

BOSCH staff are particularly proud of their role in introducing the CSTR (Completely Stirred Tank Reactor), and gasifier technology (Indian experience that overcomes the economy of scale barrier).
	Most agree that BOSCH is technically strong, and BOSCH director is given credit for this.
A PSC member suggests that BOSCH focus on technology for small-scale developers, e.g. Chinese technology, biogas technology.   

Despite strong technical expertise,  BOSCH will have difficulty competing with professional consultancy firms or university-based experts. Nonetheless, with EFE’s support, BOSCH may find a niche in the public sector. 


	BOSCH provides a range of services and delivers good quality works.

BOSCH should also consider adding construction oversight as most developers that do not have engineering background will have difficulty ensuring that the construction is up to the standard and specification.

	Policy is cited in the business plan as BOSCH’s niche.   

In addition to policy studies outlined in the project, BOSCH has also undertaken 2-3 commissioned studies for EPPO and the Ministry of Industry.
In recent years, there have been some policy set-back, namely a) EGAT’s stalling on PPA, b) EGAT’s plan to calculate “lost” in the grid, c) Department of Industrial Work’s new emission regulation that places more stringent standard on biomass power plants compared with fossil based power plants.
	Inadequate staff is cited as the main reason for the limitation of policy studies.

Qualified policy experts are very difficult to recruit.


	In recent years, there have been some setbacks and uncertainties in so far as biomass and renewable energy is concerned, if BOSCH is strong in policy study, it can provide a solid support to EPPO.

BOSCH has not realized its potential to be a renewable energy think-tank.     

Recognize that there are few qualified renewable energy policy experts.


	BOSCH’s policy work used to be of good quality, and a niche.   

BOSCH is expected to do more policy works to support EPPO.   
BOSCH’s lack of qualified policy staff is a serious limitation.


	Main information services are web board, phone-in, and walk-in.

Main outreach activities are seminars and workshops, public education, community participation, and media activities.   There are 3 main target groups: the public, potential developers, and academics.
	BOSCH has developed a very good biomass and renewable energy library. 

Pending the completion of  the GIS-based biomass resource distribution,  BOSCH will have adequate database to satisfy its clients and the public.  General data is available on website.  Others are offered on a fee-basis.

Outreach is mostly on a non-fee basis.   BOSCH seminars are quite popular.  But BOSCH needs to expand its media drive.
	Information and outreach have progressed steadily, and the services are of good quality.

Outreach activities have made BOSCH well-known; about 70% in the field know BOSCH and its services.

However, BOSCH seems to have targeted large clients.   It should expand into small clients.  

Also, BOSCH should do more public education as public opposition is one of the most important barriers.  

The GIS-based study of biomass resources is long awaited as the availability and affordability of raw materials has become an important factor for potential developers.

 
	BOSCH’s seminars are professionally organized, informative and useful, and are viewed as a very good “connecting” opportunity, as BOSCH invites all parties concerned.
So far, BOSCH has targeted large clients.  It should also cover smaller clients.

Some bankers report a mismatch in BOSCH’s workshop, which results in lost opportunities for banks to meet and connect with prospective clients.



	Project impact
	BOSCH’s view
	Stakeholders’ view
	Beneficiaries’ view

	Capacity development

BOSCH has invested heavily on staff training and overseas study trips for staff and its partners (mostly government agencies).
	Besides gaining knowledge about various aspects of biomass power plants, the overseas trips represent very good bonding opportunities for BOSCH and its partners.
	Overseas study trips are important and useful, but they could be wasteful if BOSCH cannot maintain its staff.


	Government agency staff, e.g. DEDE, NESDB, have learned about biomass from BOSCH’s training.   

EPPO has regularly sought BOSCH’s advices, feedbacks on technical matters. 

Most useful study trips for IFCT are the China and Japan trips from which IFCT learned about technical matters.

BOSCH’s seminars are usually informative and useful.



	Sustainability of biomass projects
	At present, shortage and uncertainty of feedstock, and unclear and changing policies are the two biggest threats of biomass projects.

Nonetheless, there is a vast amount of raw materials that are used in a wasteful manner.   To obtain this feedstock, biomass developers must offer a better price to compete with other users.  This means that they need better prices for their power generation, which is a policy issue. 

Owning raw materials is essential for sustainability.   Now, BOSCH has a policy to support only developers who have their own feedstock.


	Almost all express doubt about the sustainability of biomass projects, due to high production cost and unreliable feedstock.

Some believe that existing biomass projects are likely to be sustainable in the long run.  But new projects may not.  And it is BOSCH’s responsibility to assess this situation and trend.
	BOSCH’s feasibility is prudent and conservative.  Customers are protected from undue risks. 

	Leverage

BOSCH has 3 main leverages, namely its semi-official status, the EFE umbrella, the GEF fund.


	Most important leverage for BOSCH is the semi-official status.
GEF funding provides additional credibility.
	Most important leverage for BOSCH is the semi-official status, and its close connection with EPPO.   

BOSCH has taken advantage of this by positioning itself as a middleman between the public agencies and private developers.   

Working under EFE is also a big advantage.  BOSCH has landed several consultancies on EFE’s reputation and EPPO’s recommendations.


	The gobetween role has been beneficial to all parties, but BOSCH is cautioned not to become the industry’s spokesperson, and recommended to weigh and analyze the industry’s position and proposals carefully.
BOSCH’s semi-official status allows it to voice an independent opinion to the government and public sector agencies. 

An example is BOSCH’s leading role in bringing the issue of EGAT’s suspension of SPP power purchase agreements to the Minister of Energy and other relevant agencies.


	Public awareness
	BOSCH staff would like to emphasize and expand its media programme.
	There are two opinions:

Some cite increased public awareness as the most important development concerning biomass in recent years, and believe BOSCH has made an important contribution.

Others think it is difficult to assess the impact as BOSCH has limited budget to work on this objective.

Most agree that the awareness is still limited to certain groups, and that BOSCH should expand its media drive. 
	


	Lessons learned and operational recommendations
	BOSCH’s view
	Stakeholders’ view
	Beneficiaries’ view

	Lessons learned


	Owning raw materials is an important factor for project sustainability.   Now, BOSCH has a policy to support only developers who have their own feedstock.

PPA prices need to be more accommodating.

Barriers are not technical in nature.

Lots of opportunity in gasifier technology, palm empty bunch, cassava root.

Best protocol for approaching target investors is seminar-demo project-show case of successful experience from other countries.
	BOSCH should disseminate lessons learned from the pilot plants and other biomass plants.


	

	Best initiatives/projects
	Frequently cited best initiatives/projects are: 

Biogas projects in Surat Thani (pioneer)

CDM (pioneer)

GIS Database (pioneer)

Wind and solar study (endorsed by EPPO)

Mungcharoen (one-stop service, trouble-shooting)

gasifier technology (pioneer)

Revision of SPP regulation (endorsed by EPPO)


	Frequently cited best initiatives/projects are:

Biogas projects in Surat Thani

CDM

Database (credibility, missing link)

Reaching out to potential developers (missing link)

Seminars 


	Frequently cited best projects are:

database

Wind and solar study (good initiative and good potential)

Revision of SPP regulations (endorsed by EPPO)

seminars



	Operational recommendations
	BOSCH staff have different views regarding the future. 

Some think BOSCH should expand its policy advocacy and public education/PR work.  

Others believe that BOSCH has developed and presented a range of policy proposals/options.  What is needed is policy synthesis and decisions, which are beyond BOSCH.

BOSCH management puts emphasis on 

1) capacity building to enhance the interest and understanding of policy makers and the community.    Policy advocacy through policy dialogue (as opposed to policy study),

2) finance, esp. contract review.

BOSCH staff also suggest to:

Expand scope of work to cover all renewable energy.

Expand policy and PR work.

Continue to provide information to government agencies and work out a way to participate in relevant committees and task forces.


	BOSCH should exhibit the energy paradigm of the future, namely the distributed generation system, and focus on high potential renewable energy, e.g. biomass, solar, wind, biogas.

Switch from depleted biomass feedstock to other sources, e.g. waste water from tapioca plants, replanting fast-growing trees.

Study and provide overall situation and trend to guide investors and financial institutions.  

Step up work in the area of policy and public perception/participation

Study the biomass central market to stabilize the feedstock? prices.

In addition, BOSCH should study and support high-potential renewable energy from waste water, biogas from tapioca plants.
Expand to smaller clients.
	There is business opportunity for non-engineering technical consultancy services such as raw material and financial management.  

What potential investors really need is the overall project facilitator such as financial credit and raw material management. 
Specific technical advice can be searched and sought from overseas.

	
	More in-house consultation/meetings

More coordination among different cells.


	Improve the personnel situation.
Establish a small, ad-hoc board to provide careful and substantive project oversight when needed.

Add a marketing unit to market the know-how.

Identify strategic partners.  BOSCH needs to double its revenue to be financially sustainable.
	


Remarks: The view of EFE members is included in the stakeholder’s view column as the two groups largely share similar views.
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