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1. Attached is the Mid-Term Project Review Report dated
 
April, 1983, highlighting project implementation
 
status and action points requiring attention of (OR
 
for accelerating project progress.
 

2. A disbursement of $4.2 million has been made with
 
another about $5.0 million expected to be disbur.;ed
 
shortly, accounting for the expenditure incurred up to
 
March 1983 on seven approved subprojects.
 

3. Inadequate financial allocations and placement of
 
field staff continues to be a major bottleneck to
 
project progress. Efforts are underway to effect
 
improvements in financial allocation.
 

4. It appears that reimbursemnt percentage would need
 
to be enhanced from the present 67 percent to 75 perc t
 
(overall) on the eligitle expenditures to accelerate
 
disbursements and help improve GOR finaicial N.A. Dimick October, 1983
 
allocation and suitably reschedule project implementa­
tion on a realistic basis.
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RAJASTIIAN MEDIUM IRRIGATION PROJECT
 
(386-0467)
 

Mid-Term Project Report
 

April, 1983 

1. Purpose and Schedule 

The Rajasthan Medium Irrigation Project is a five-year
irrigation sector support project. 
 The project agreement was signed
on June 30, 1960 and has a Project Assistance Completion Date (PACD)
 
ot June 30, 1985.
 

The implementation schedule outlined in tLe project paperrequires conduct of a mid-project special review in February 1983 ofproject performance, detailed analysis of Implcimentstion problems
and recommendations for resolution and/or modifications inorder to 
improve project performance. 

The mid-term project review was conducted between Aprii 4-9,
1983 In collaboration with the concerned Government of Rajasthan

officials (see Attachment A for the list of officials) and on the
basis of the "Annual Implementation Review Report - August 1982" of
 
the Central Water Commission (CWC). 
 Mr. K.T. Sukhani, Executive

Engineer and Technical Assistant to Chief Engineer (Irrigation)

participated in the review as representative of the Government of
 
Rajasthan (GOR).
 

2. Project Commitments
 

The project was designed to provide financial support to about

15 Medium Irrigation Projects (HIPs) having a mix of new, ongoing
and modernization projects for developing an additional irrigation

potential of approximately 65,000 hectares. 
A project agreement

between AID and the Government of India provides $35.0 million as

loan to finance construction of MIPs and $0.5 million as grant

financing for Gpeclallzed training and studies. 
 The total coZt of
the project including Government of Rajasthan was estimated to be 
$58.0 million. 

The project at Its completion envisions the following

achievements as OuLlined in the project paper:
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a. Loan: 
1. Implementing about fifteen (new, ongoing and modernized)


MIPS covering approximately 65,000 hectares of irrigated

land.


it. 
Government of Rajasthan to double expenditure rates on HIPs
 
during the life of the project.


Ili. Irrigation Intensity llcreased by 20 percent. 

b. Grant;
 
.
 Government of Rajasthan/Government of India Irrigation
Department Engineers responsible for design, construction,
operation and water management in hIPs; Govt. of Rajasthan/


Agriculture Department and Govt. of India officialsspecialiiIng in economic and project feasibility analysisprovided with in-country training and 
training in the
 
United States.
It. Baseline hocio-economic surveyn of 
representative MIPs
 
comple ted.


ili. Water management studies below the outlet level (40 ha)

conducted.
 

iv. 
 Local level management organizations studied and
 
evaluated.
 

3. 
Follow-up on Annual Implementation Review - November 1981
 

The recommendations of the Annual Implementation Review
conducted in November 1981 are given In Attachment B. These
recommendations and other points brought out 
In the Annual Review of
the project by the CWC requiring urgent attention were 
transmitted
to the Government of India and the Government of Rajajthan on
December 17, 1981. The status of action taken on the five
recommendations Is summarized below:
 

a. Sanction and placement of field staff on the Irrigation
projects ts linked with the availability of funds. 
 Inadequate
provision of budgets in the participating MIPs due to reasons
explained In 3(b) below, continues to result 
in the placement of
field staff being one of the major constraints to project progress.
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b. Four successive years of drought in Rajasthan and consequent
diversion of 3izeable financial resources towards famine relief
 
operations have resulted in the impediment of all developmental

activities. In addition, adjustment of overdraft litLihe annual 
budget allocations have further resulted in the curtailment of 
anticipated annual and planned allocations. Efforts of AID at 
different forums within the Government of India and the Government 
of Rajasthan have not succeeded in augmenting financial allocations 
to the participating MIls. As a result, the pace of Implementation
is very slow. With the present rate of budget allocations and no 
improve-lent in sight during the remaining period of the project, 
achievwment of the project objectives by PACD is unlikely. 

c. Waterloso measi'rement studies in the three represvntar!lye MIPs 
(Gudha, Jalsamand and Chhaparwada) have been initiated', the restults 
and methodology of which will be reviewed. It is proposed to 
continue these studies during the remaining life of the project and 
analyze data to formulate recommendations. 

Contract for the conduct of soclo-economic baneline ntudies for 
six repreaentative HIPs (Heja, Meja Feeder, Paochann, Blhimnagar,
Chhapi and Bilas) has been awarded to the National Cotncil of 
Applied Economic Reaearch (NCAER) and the studieu are under
 
progress. 
 Report on these studies will be available In about six 
months' time. 

d. With the Improved efforts oi the Irrigation Department, seven 
MIPs (Bhilsagar, Basai, Kotharl, Panchana, Chhapi, Bilas and 
Sawan-Bhadon) have been appraised and approved by the CWC Appraisal
Committee. 
Appraisal Sumary Reports for an addition:tl two MiPs are
 
under preparation. The concerned Additional Chief Engineers were

advised to have a couple of extra projects ready so that those could 
be appraised In the event of the' proposed projects not being 
apprcvcd by the CWC Appraisal Committee. 

e. A project monitoring cell ian been established In the office of 
the Chief Engineer (Irrigation) headed by tan Executive Engineer to 
mornltor project progress, to coordinate/expedite .approval of 
projects and to accelerate the process of reimbtrmement cl IriN. 
Title cell will work under the direct control of thl Chief Engineer
(Irrigation) and apprize him of the statue of implementation taud 
identify Issues requiring Immediate attention. 
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4. Project Status 

a. Physical: The project has realized the following achievements
 
against the commitments outlined in Section 2:
 

L. Project Approvals: Seven HIPs have beei ipproved by the CWC 
Apralual Committee which will provide ain aidditional irrigation 
potential of about 40,000 hectares when completed. l'reparations for 
the approval of two more HIPs are underway. 

An against the initial target of proposed 15 HIPs having an
 
ultimate irrigation potential of about 65,000 hectares, the GOR
 
Irrigation Department now proposes to pose nine MIl'S (see Attachment 
D for proposed Mil's and their ultimate irrigation poteat lal) for 
assistance. These- nine HIPs will creato an additional irrigation 
potential of about 60,000 hectares which close to thein committed 
achievem,,nt . In the event Lhat t ithe.r ol the pi'sent two 1111P heini, 
processed for approval are not approved by CWC A,,pitl;nl Committee,
 
other MlPn (uhelf projects) will be procei.,ed by the GOR/Irrigation
 
DepartMet. lowevur, a clear pbition with regard to apiproval of
 
thehe projects will take another three to four nonthta.
 

ii. Contitruction: The Project Agreement upeciftea that adequate 
financet, shall be provided by the host government including 
qualified and experienced supervisory and Management staff for 
executing the projects in conformity with tiound technical practices. 
In addition, it was agreed that specific dvulgri -,pecificntions would 
be followed and that the curructloi. of the til's (new ind ongoing) 
would be completed within five years from their initiation or from 
thu date of signing tle agreement. However, modernization projectu 
may take up to eight years. 

Though the construction in all the nine 1I,11a (seven approved
and two proposed for appraisal) is In progress, it is unlikely that 
any of the HIPs will be completed by the IPACD. Inadequate provision 
of funds and lack of field supervisory staff fro-, the beginning of 
the project for the rcasons enunciated in Section 3(a) and (b) have 
led to slow implementation of the project. These still continue to 
be the major constraints. 
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Attachments C and D present the status ol 
 ield supervitory

staff in position against 
tie requisite strength for completing the
projects on time and the development of Irrigation poteitiJ0l,

respectively. 
As against tie requirement of o8 field subdivisions,

only 25 are In place. 
 Since the placment of field bupervisory

staff i linked with the budget provisions (one subdlivi lon for
 every Ra 3.0 million, 
 there does not seem to be any possibility for 
augnienting the Iield staff unless funiding; situation Improves.

However, If the available budgets could be reallo.att.d to the
 
projects which have entered advance stagen of cotn;truction or hive
the potential ef tpend i g more budget than their present allocation,
there could be a possibility of completing tiome of thetiv projects on
Lime and by PACD. Such projects Include lhlmnahagar , nastsi , Kotharl
and possibly Chhapi (all approved by CWC Appraisal CommitLee).

During the review, the project 
oflicers of the above mentioned tIUPs
indicated that they will be able spendto up to double the allocated
funds on these projects during tie current GOR f inanc ial year
1983-b-4 (see Attachment E) provided the realllI(Iatlon wat uade now
 
and not at the end of the financial year.
 

Completion of at least these four HIPs by tht. PAC) (June 1985)
will create an il: 'gatio, potential of about 
19,000 hectares
 
(Attachment D). 
 With the present proposed rate, the ,ntire
potential of about 60,000 hectares will not be created by March 1989. 

Ill. Training, Workhopti and Field Studies: Program for the
 
conduct of 
training for the officials of Irrigation and Agriculture

Departments, workshops and field 
utudles (nocIo-economle baseline
 
and waterloss measurement In watercourseu) as outlined In the

project paper has progretied satisfactorily. Achievements In thin
 
regard are summrized below: 

- Training In the Ut.ited States of 20 field officials from
 
Irrigation and Agriculture Departments in the disciplines of 
economic analysis, Irrigation projects planning and operation
Including atudy/obuervatiun tours to irrigatlon projects

completed. There has, however, been little effort made to
 
utilize the trained staff In the projectu no far. 

- Two workahopt, one each on Diagnostic Analymtmi of Irrigation
Projects and Irrigation Water Meanurement i in the completed
systems. These workshops also had participants from other
 
states (Cujarat, Madhya Pradesh, Hnharafihtr,, etc.). AID is
Involved in supporting irrigation development in theue staten.
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Contract for the conduct of soelo-economic baseline studieL
 
awarded to National Council of Applied Economic Research 
(NCAER) and the reports will be available in another six months. 

- Waterloss measurement studies are ",rder progre.tl. 

A follow-up action group on the recomendtlont; of the
diagnostic arnlysis workahop haa been constituted to deveilop and 
test solutionn for the improvement of the Gambhlir irrigatlon system
and fur similar old systems In the titate of Rajasthaun. 

It has been observed during the courne of project

Implementation that he majority of oificials who 
 re'elved training
and attended workshops have been trarhaferred outolde the project 
areas WhLcr, they cannot utilize the expertise attained during the 
training. This significantly offsett; the objectives of training and 
transfer of technology. COR uhould ensure that the trineltd
 
officials are not trunsferred for at least three years. This would

result in achlevint, better project det.igns and tffirncy of
 
projects.
 

During the course of project implementation and consequent
discussions with the field supervisory staff directly reepon~sble
for Implementing project activities, a number of additional areas 
for training (inI-cOuntry), development of field manuals/guides/

handbooks and u~e of Improved construction/d.ata processing equipment
have been idintifleJ. The additional training will supplement the 
limited training originally envisioned under this project to further 
strenitthen the Institutional Infrastritcture within the Rajasthan
Irrigation/Agriculture Departments, and for Improving design and 
construction utand-ards of the HIPs. A proposal for the
 
authoriratlon of additional grant of $750,000 Is being processed to
 
accommodate the above requirements.
 

b. Financial: betalia in Attachment 1' present the status of the 
total estimated coot of the nine MIPs considered for All) credit 
assistance (Includes seven HIPs already approved fo, assistance), 
expenditures incurred up to March 1983, expenditures eligible for
 
reimbursement, budget provisions available through March 198M 
(end 
of Fifth Plan period) and possible relaburuementa by that date.
 

Ending March 1983 (about mid-polnt), the pruject han Incurred 
approximately 25 percent (Rn. 209 million) of the total estimated
 
cost (Rs. 820 million) on the appraised and approved MiPs and 36 
percent (Rs. 431.5 million) of the total estiaated cost (Rn. 1,189 
million) on all nine proposed HIPs. This low financial performance

Is attributed to the provision of inadequate budgets. 

http:progre.tl
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Considering that about 60 percent of the eligible expenditure
will qualify for reimbursement ending March 1983 (July 80-March 83),
a sun of $9.6 P-illion (0.6 x R9 161 million) will be disbursable on
 
the appraised and approved projects and an additional $6.8 million 
(0.6 x Ra 114 million) if the other two projects are approved. This 
total ot $16.4 million represents 47 percent j the project loan.

Keeping in view the budget allocations aviilable during the
 
remaining two years of the Fifth Plan, i.e. COl 1983-84 
 and 1984-85, 
a total disbursement of ks. 332.50 million ($33.0 million) ij

expocted on the nine MIPs against 
 the available credit ot $35.0 and 
that the remaining $2.0 million credit could be utilized by the PACD

of June 30, 1985. However, with the possible utilization of credit, 
the project objectives (completion of participating MIPs and 
creating additional irrigation for an area ot 65,000 hectarca) will 
not be fulfilled. Fulfillment of project objectives depends on
 
completion of tne participating ill's within the agreed Lime
to 

6cledule which require augmentation of the current budget

significantly. With existing budget
the provisions, none of the
 
MIPs receiving credit assistance is likely to be completed.
 

c. bisbursement: According to the disbursement schedule presented
in the project paper, the project would have disbursed about $14 
million by March 1983. Against this proiection, the eligible
disbursement for the seven approved MIPs is of the order of $9.6 
&nillon. A sum of '4.2 million has actually been disbur.-ed by M.rch 
1983 with another claim of about $0.3 million under process. The 
lag in Ltie submission of cIrims is expected to be reduced after 
recent assistance from AID staff in atreamliaing the GOR claiming
procedures. In addition, with the approval of the other twt MIPs,
the disbursement is expected to pick up an1 if budget allocations
 
are appropriately adjusted within tae State at this point,
considerablo progress could be achieved. 

5. Recommende d Actions
 

a. Government of Rajasthan/Ii) 

i. Budget allocations during the current GOR fiscal year 1983-84
 
on Bassi, Kothari, Chhapi and bilas shoutild be increased. 
Although these projects have potential to upend double the 
current allocations even without additional staff, their 
current buidget allocation is either lower or th: same as the 
preceding years. This situation needs an utgeut review by th.t 
GOR for re-allocation oL funds within the overall funds 
available for Medium Irrigation Projects during the current 
financial year. An early review and decision will help enable 
the project officials to schedule implementation accordingly. 
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ii. 	The Coverument of Rajasthan should consider modifying the
 
present scope of the project by integrating on-farm development
 
activities (construction of field channels, land
 
leveling/shaping, field drainage, etc.) with the remaining
 
construcLion aetivities. This action would improve the
 
utilization of the projects and increase the return on
 
investment. To achieve the above, the project Implementation
 
schedule will require revision on a realistic batis and with
 
added involvement ot Agriculture Department and CAD
 
authorities.
 

Ili. 	 Two netwo'k planning cells (for planning and design of 
distribution network at chak level) need to be established, one 
each under the direct control of Superintending Engineers 
Bhilwara and Kota Irrigation Circles where the majority of 
participating HIPs are located. These cells, after appropriate 
training, could provide sound uniform network planning for all 
the HIPs. 

iv. 	 Efforts need to be stepped up to ensure an early
 
appraisal/approval of the remaining projects by the CWC prior
 
to September 30, 1983.
 

V. 	 Submission of the reimbursement claims to the USAID should be
 
expedited.
 

vi. 	 Request for the additional grant funds for training, technical
 
assistance, and demonstration equipment and justification
 
thereof, should be submitted to the Central Hinistry of
 
Irrigation on a priority basis for obligation of available US
 
FY 83 funds.
 

vii. 	Field officials trained in specialized disciplines should not
 
be transferred for at least three years In the interest of
 
project Implementation and deriving benefits from their
 
expertise gained during the training.
 

b. USAID
 

Work 	with Government of Rajas'han in the preparation of a
 
modified implementation oeche(ule, project scope integrating
 
on-farm devulopment actIvitL s, additional grant fund
 
requirements, arrangement of TA, and organizing additional
 
training workanops.
 



Attachment A
 

List of GOR-irriRtion Depirtme.nt OWticiala Contacted
 

1. Hr. Kaila,.i [toop Rai - Chii1'l Iinit!,.r
2. Mr. D.1. 'ul1glli-v AddI. Lhi.l -.. (Jniipur Region)
3. Mr. G.C. Kinjolia - Addl. Chief Eng. (Udtlirour Region)
4. Hr. B.K.S. Hathur Addi. Chief Enki. ([ot,, Region)
5. Hr. D.H. DhinJa - Sptd. Fij.. (Jaipur Circle)
6. Hr. K... Kang - ;ptd. Eng. (Ehilwara Circle)
7. Hr. K.L. Nyaci - ptd. E1g. (Udaipur Circle)
8. Mr. Jagdiuh GChlot - Sptd. Et,:. (K,, u Circle) 
9. Mr. ).S. "athur - Exec. Fng. (Som Kagdnr)

10. Hr. P.D. 1,ihainAndani - Lxe . tt. (Som Kag,lir)
11. Hr. W. Pacrera - Exec 1g. (liub I) 
12. Hr. P.S. .;irohi - Exec. ihig. ( Kjthari) 
13. Hr. P.'!, Hid - Exec. Fng. (Meja Feeder)

14. Hr. A.S. K.indha vs- lyec. Eng. (Heja)
 
15. Mr. G.S. Cthowdiary - Exec. Eng. (Sawan-Bhadon) 
16. Hr. !1.K. KAi# - Exec. 
Eng. (Chhipi) 
17. Mr. 
C.B. Iwkwaij - Exec . Eii,. (ihu:ragAr) 
18. Mr. Sav i Singh Riithad - l:xc. Eng. (hil a ) 

http:Depirtme.nt


At tahmetir .i 

RECOHI*:NDAT IONS 

ANNUAL IHPLFH.NrATIONRHFVIEW
 

(NovLuber, 1981)
 

Action bv Governwont of R sji 

a. 	 There is a -ignificant shortfall in the stitLf r .acement. GaR 
needs to tako i~udijte steps for aanctioniiig the required
subdiviaionts ind utnffing rhez on a priority basis. 

b. xisting budgert aliocationu of the GOl: for the aubpzt.uicts
which need to t, completed by ptoje ctc ouing J.r te (.June 1985) 
are iinadequate. 11whe need to be t,,bsnttally incroaa;,d 
during the remaining period of the project in order to achiieve 
thr targetted project construction compltition. 

C. 	 The waterlas me2,.ureo!nt studiet and award Ot contract fot the 
socio-economic baecline studies needs to be rxpedit.d. 

d. 	 CJR/lU efLorti need improvenr.it to ernsure CWC ApprciuAl 
Coxciittee' approval ot the otngoing projects by M.arch 1982. 

t. 	 To further expedite project design and approval prucero, it is 
recouariundad that (;OR establish i design unit at the state level,
 

http:improvenr.it


Attachment C
 

RAJASTIAN MEDIUM IRRIGATION PROJECT
 

Status of Field Stoff InApproved/Proposed

Subprojects
 

(March 1983) 

No. Subproject 	 As recommended in Sanctioned by Actual in
 
CXt Apjiraisal GOR Postion
 

Approved
 

1. 	 Bhim Sagarl/ 2 10 1 	 5 1 5 
2. 	 Bassi 2 6 1 1
3 	 3 

3. 	 Kothari 2 
 6 	 1 2 1 2
 

4. 	 Chhapi 
 2 8 1 	 1 1* 1
 

5. 	 Bilas 
 2 6 1 	 1 1" 1 

6. 	 Sawan-Ohadon 2 6 1 1 
 1* 1
 

7. 	 Panchana 2 8 1 4 
 1 4 

Sub-Total 14 50 '17 7 	 17 

Proposed 	for Appraisal
 

B. 	 Meja A MeJa Feeder 3 10 2 4 2 4 

9. 	 Som-Kagdar 2 a_ 2 4 2 4 

Sub-Total 5Ih 14 if 4 8 

Total 19 11 1163 25 	 25
 

D - Division (headed by an Exec. Eng. to supe.rvite working of subdivisions)

SD - Subdivision (afield unit) headed by an Asst. LnI.
 
1/: Another division (3 subdivisions) - proposed to be added 
soar.* - Part-time allocation. Exec. Engineers have other addiltional responsibillti 



FPAAS-liAN MD! IRPIGATI&N PROJECT 

Schedule cf Creatier of Irrlgation Potential
 

Subproject Ultimate - Scheeule of Creaticr of Potential (CLwJlatlve) - (Hectares)---
Irri aticn
 
Potential 82-83 83- 8-6F 85-86 86-87 87-88 88-89 

himagar 9,986 - 2,200 4,&60 8,060 9 986 9,986 9,986 
Bassi 3,250 - - 3Z5 8101 2,440 3.250 
totlari 3,415 - - 1,3 C 1,700 2,560 2,41E 
*Ohap1 7,000 - - I 000 3,500 7 00E 7,000 

rW)
 EIlas 2,700 - - 1,000 2P700 2,700 2,70, 2,70
Sa r-B.adon 3.200 - - 3209 1,(100 2,400 3,200 
Fanchar.a 9,S8E 250 10 3,0X0 6,00 9,985 9,9985 

S'b-Tota1 39,536 250 3,200 11 JH5 23,730 35,456 _37,926 39,536
 

Proposed, for Appraisa1 

6. I/
P~a 

Feeder 5,E4 2,0C ,000 '0,000 15 424 15,424 15,424
 
3. - ag r 4,,£- 6 50 900 .,00 4,664 

6540 4,364 

SZCzT0 - 6.E.0 13,403 2CZ3E 2C,2&_ 20,2&o 

Tct*; 59.82- 2 5 E, Ec !76E 37,130 55,744 5-,214 59,824 

I/ - moderni:ticn Project - the potential shown is the aoditional potential that will be 
created as a result cf vldernization. 

- Year durirg whic& ult1cate potential will be created. 
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At tachmon 

LMAD/NVDUII to ?ES 

EVALUATION COST DATA 

1. 	 No. and Title of Project/Activitv: Rajasthan Medium Irrigatioi
 

2. 	 Purpose of Evaluation: Mid-Term Evaluation
 

3. 	 Mission Staff Person Days involved
 
in Ev',luat:ion (estimated):
 

Professional Staff 20 Person Days 

- Support Staff 5 Person Days 

4. 	 AID/if Direct-IWIre or IPA TDY support funded by Mission:
 

Period of TDY Dollar Cost Source
 
Name (Person-Days) (Travel, Per Diem etc.) of ,MS
 

a.
 

b. 

c. 
 none
 

d. 

5. 	 Contractor Support, if any:
 

Amount of source 
Name of Contractor@ Contract No, Contract of funds 

none
 

* Vhether FDS, Mission O.E., ProjecL BudgOt or Central/Regional itzreau funds.
 

IQC, USA, FASA, PSC's, Institutional Contract, Cooperative Agreement, etc.
 


