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Abstract

Abstract

Section 1. Project Background

To effectively monitor the current status of streams within the jurisdiction
of this branch office, the progress of dredging projects, and the methods for
removing silt and sand from streams, to provide a future demand assessment
for stream dredging, and to propose appropriate dredging strategies for the
branch office's reference, a professional team was commissioned to handle the
project. The project management team provided professional advice on

construction quality and technology.
Section 2. Project Implementation Description

This project provides system guidance and other assistance for various
management-related administrative matters, including routine and ad-hoc
assistance services to the branch office, to improve the accuracy and
completeness of system data entry, and to provide system guidance and
troubleshooting to reduce system usage obstacles. A total of 63 updates on
project progress and budget control were conducted, and related reports were
compiled and summarized.

This project management included 49 stream dredging site visits, 1 case
during the design phase, 10 during the construction phase, and 4 assessments
during the completion phase.

Assistance was provided in soil and water conservation disaster
investigation and data compilation, assisting the branch office in conducting
investigations for slope soil and water conservation disasters, soil and water
conservation (Category G1), and agricultural road (Category H3) disaster
reconstruction projects and general petitions within its jurisdiction; 47 related
investigation cases were handled. Ten engineering review meetings were held

in cooperation with the branch office.
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Assistance was provided in maintaining data in the branch office's
engineering management and assessment system; two on-site service personnel
and one person were assigned to the "Engineering Management and
Assessment System" for 12 months from February 2025 to January 2026.

Supervision and assistance were provided in conservation and
management engineering projects, assisting the branch office in supervising
local governments' implementation of two projects (on the main island), with
five external committee members involved.

The branch office managed competition projects, with 10 external experts
and scholars reviewing projects, and 11 external committee members involved.
Twelve applications for competition project-related expenses were submitted
as of December.

This year, the branch office established a debris flow emergency response
team, conducting five operations: disaster prevention and mitigation for
Typhoon Danas (July 6), Typhoon Yangliu (August 12), Typhoon Fengshen
(October 20), and Typhoon Fengshen (November 10). No major soil and water
conservation disasters were reported during the operation of the response teams.

In summary, the branch office's assistance with engineering proposal
surveys and other related matters has been completed.

Given the impact of this year's earthquakes and typhoons, some stream
headwaters have experienced significant sediment loads. Simply relying on
dredging projects may not be effective. It is recommended to combine these
with related mitigation projects (such as headwater management, landslide and
exposed land treatment, and sand control facilities) for comprehensive
management to effectively reduce sediment transport and protect protected
areas. Furthermore, some dredging projects are relatively small in scale; it is
still recommended that these be carried out. For smaller-scale projects, it is
suggested that multiple sites be consolidated and handled on a township-by-
township basis.
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Regarding the performance evaluation of this project, the overall project
can be divided into two working groups: the "Wild Stream Dredging and Site
Visits" working group and the "Assistance and Data Compilation" working
group. The former mainly involves external liaison, including promoting wild
stream dredging work and visiting excellent projects, with the aim of improving
dredging operations in terms of construction methods, soil and sand removal,
and overall engineering design thinking, and achieving the expected goals in
the design phase. During the implementation process, this working group will
gradually conduct in-depth discussions with local governments and wild stream
dredging teams on the sustainability of construction methods and wild stream
space utilization, in order to achieve the purpose and objectives of wild stream
dredging. The latter includes assisting with tasks such as soil and water
conservation disaster investigation, soil and water conservation and ancillary
facility investigation on hillside farmland, maintenance of engineering
management data, supervision of conservation and management projects,
inspection, and budget review, as well as other related tasks. It primarily
involves internal work promotion and assistance, and the preparation and
organization of relevant data to streamline the massive amounts of data and
records generated during the process. This "information flow" aggregation and
provision supports the smooth progress of related assistance work, meets the

branch office's internal needs, and improves information support capabilities.
Section 3. Conclusions and Recommendations

Conclusions:

Through the project management intervention of a professional technical
team, this project achieved the following five main results regarding the
dredging and conservation management of wild streams within the Taipei

Branch Office's jurisdiction:
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Risk control during the design phase: The dedicated management team
assisted the implementing unit during the surveying and design phase,
effectively reducing the possibility of inappropriate design. Appropriate soil
and sand disposal methods and locations were planned based on the
characteristics of the wild streams, significantly improving the effectiveness
and feasibility of the dredging projects.

Full Lifecycle Progress Monitoring: Managing the entire process of
stream dredging projects from the initial proposal stage to completion. Through
supervising the progress and quality of implementing units and utilizing real-
time updates from the management and assessment system, ensuring the branch
office can stay abreast of the latest project developments.

Technical Support and Disaster Prevention and Mitigation: Providing
professional technical assistance during the proposal, review, design,
construction, and completion stages of projects in the middle and upper reaches
of the jurisdiction. Particularly effective in preventing secondary disasters
during flood season safety inspections and disaster preparedness.

Inter-departmental Coordination and Governance: Successfully advancing
water and soil conservation projects through various business meetings, site
surveys, and coordination efforts, achieving comprehensive watershed
management goals.

Data-Driven Future Planning: Compiling overall planning and governance
data, dredging requests, and project site survey records within the jurisdiction
to establish a comprehensive needs database, serving as a crucial basis for
subsequent annual project proposals and planning.

Recommendations: Based on this year's implementation experience and
on-site investigation results, the management team offers the following four

specific recommendations for future project implementation:
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Continuously track incomplete projects: For projects not yet completed
this year, it i1s recommended to continue on-site inspections and results
evaluations to ensure the final quality and effectiveness of project
implementation.

Prioritize reviewed but not yet approved projects: For projects "reviewed
but not yet approved" this year, it is recommended to include them in next year's
priority consideration list. If funding permits, they should be processed
sequentially after assessing their necessity and feasibility.

Adopt a holistic watershed management strategy: Some stream
headwaters still have abundant sediment, and relying solely on downstream
dredging may have limited effectiveness. It is recommended to combine
headwater management, landslide treatment, and sand control facilities into a
comprehensive plan to effectively reduce sediment transport and protect
protected areas.

Integrate small-scale projects to improve efficiency: For smaller-scale
dredging cases, it is recommended to consolidate and contract them at the
"township" level to improve administrative efficiency and increase contractor

bidding willingness.
Section 4. Performance Appraisal

A. Project Management and Technical Professionalism
1.Professional Technician Involvement: All surveying, review, and
evaluation work was personally attended by professional technicians
(such as Liu Yanzhi and Du Yande), ensuring the authority and accuracy
of the judgments.
2.Risk Prevention: Intervention and review during the design phase (e.g.,
the Malun Creek project) and specific recommendations (such as

measurement timing, watering of construction access roads, and
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specifications of safety facilities) effectively reduced the risk of design
changes and secondary disasters during construction.
B. Administrative Efficiency and Management
1.System Maintenance Integrity: On-site personnel successfully
implemented high-frequency report updates (11 supervisor meetings, 49
weekly management reports, 16 progress reviews, etc.), ensuring the
branch office could promptly grasp the project progress and budget
execution status.
2.Disaster Response Capability: Facing five typhoons (Danas, Yangliu,
etc.), the team was able to deploy effectively without any major damage,
demonstrating the efficient operation of its disaster preparedness and
mobilization mechanisms.
3.Document Quality: Reports at each stage (work execution, mid-term, and
final) were submitted on schedule and approved, demonstrating rigorous
administrative procedures.
C. Communication & Value-Added Services
1.Cross-Agency Coordination: Effectively connected county and city
governments, township offices, and branch offices, especially during the
"submission phase" by assisting in screening unreasonable cases (such as
recommending against clearing miscellaneous drafts in Hengshan
Township, Hsinchu County), saving the agency unnecessary project
expenses.
2.Competition Coaching: Assisted in selecting and coaching 10 projects to
participate in competitions, enhancing the agency's project visibility and
reputation.
C. Areas for Improvement
Despite overall good performance, the following challenges can still be

observed from the report data:
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1.Significant Contract Changes: Several indicators (such as the number of
surveys decreasing from 82 to 49, and disaster surveys decreasing from
100 to 47) have been significantly revised downwards. Although these
adjustments are based on actual needs, they reflect a discrepancy between
the original project estimates and the actual occurrences. It is
recommended that future annual project targets be more accurately
estimated by referring to this year's performance.

2.Some Projects Lagging Behind Schedule: For example, the "Dong'ao
Nanxi Dredging Project" is only 2% complete due to issues with the
temporary earthwork storage area. Although this is not the responsibility
of the dedicated team, it indicates that there is still room for improvement
in the risk assessment of land ownership and public protests during the

"planning phase."

Keywords: Project Management , Wild Creek Dredging, Soil and Water
Conservation, Sediment Disaster Prevention, Engineering Supervision.
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