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An irrigation canal awaiting rehabilitation

A drain awaiting rehabilitation






2. Progress On Watercourse Improvement Was Slow

The Irrigation Systems Management project paper amendment,
dated January 5, 1985, specified that over 1,000 on-farm
water management programs be completed by 1990 at a cost of
$19.4 million. HowWwever, progress on the on-farm improvement
program was slow. The certification by consulting engineers
through March 31, 1988 showed only 330 rehabilitated
watercourses  for A.1.D. reimbursement., Reasons for the
delayed watercodrse rehabilitation program were poor design
WOrk, poor construction and a reluctance on the part of
farmers to complete “he on-farm works, The delayed
watercourse orodgram  will in turn delay benefits tao tpe
project pensficiaries, =he rural farmers.

N

Recommenda-ion ko,

We recomm=:a that USAID/Pakistan develop a plan to address
the design, construction, and poor farmer response problems
which are hindering the on-farm improvement program,

Discussion
The Irrigation /st2ms Management  project  paper  amendpent

dated Januar: 5, 1985, szpecified tudt over 1,000 on-farm
improvement programs oe comploted by 1990 3% a cost  of $19.4

million, USATD/Parvistan  had targeted an additional 50 for a
total of 1,050 projrams.  Rehabllitation woild  include  brick
Or  CconCrete tinina of SO=50 peresent of Sie tota] .ength of
fach Wilercodr.e, warthen improvencnt of tpe remaining 50-85
percent, aned The instaliation of  Gbouat o 26,000 tirnout
structares, 4,000 culverts, and 2,000 puffalo Laths., 1t was

estimited  that  these  improvements would resuit in increases
In water aviailanility py about 18 percent, due to reduction
in Seepage lonses, The  plcture on page 11 shows a
rehabilitated watercoor e,

The wotercour e improvement proaraem hans a five-year
impiementation poeriod  (1985-90), Through March 31, 1988,
330 rehabrlitated watercour tes Were certified by a
consuiting enains-r for A.I.D. reimbursement ., The certified
watercouroen reprecented 300 percent of  the  watercourses

1

approved by ALL.D. for reimbursement, leaving 69 percent  of
watercoure: Lo be rehanilitated by 1990, The watercourse
program wan elayed and  will  require o large effort  to
compleate rtnu)il'tatiun of the watercourses by 1990.



A rehabilitated watercourse

According to project personne] and a USAID/Pakistan
consulting engineer, the de lays in the watercourse

rehabilitation program could be attributed primarily to poor
design work performed by the On-Foarm Water Management Office
of the Provincial Departments of  Aqriculture, In addition,
poor construction  techniques were nsed, and there was a lack
of cooperation from local farmers on the  completion  of  the
on-farm works,

The design function for the watercourse rehabilitation
program was assigned to tne On-farm Water  Manacgement (OWM)
Office of the Provincial Departments of  Agriculture,

completed designs were forwarded by  the OWM office Lo an
A.T.D.-{inanced ongincering  concultant responsible for thelr
review and approval,  After approval by the  contractor  and
A.T.D., the witercourse rehabilitation work was performed by
local farmers ander the supervicsion ot the OWM, It wan the
job  of  the ALTLDL-Tinanced engineering consultant to oversee
the rehabilitation work and  to  coertify the  completed  work
for ALT.D. reeimbarsement

Throuahout implement ot von, bhe consulting cngineer
considered the design work  performed by the On-farm Water
Manaqgement Of fice personnel an inadequate, To offset  this

yroblem, the consulting engineer yrovided training to OWM
f . f


















Management Comments

The USAID management concurred in the finding and
recommendation.

Office of Tnspector General Comments

Recommendation No. 5 15 considered resolved and will be
closed when USAID/Pakistan completes the corrective actions.






























program in FY 1989, By vt following-up on returned
participants, USAID/Pakistan did rot know 1f the training to
date was effective and what Jurther training assistance was
necessary to improve the work oerformance  of participants
who were ineffectively trained for their positions,

Management Comments

The USAID manacemont concurred in the finding and
recommerdation.

Office of Inspector General Comments

5 consilaered resolved and will be

Recommendation Ho.o 8 1
Kistan completes the corrective actions.

clcawd when USAID/Par
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SUBJECT: 70vv:Z4TS ON DW¥AFT AUDIT REPORT OF THF
- IRATGATION SYSTEMS MANAGEMENT

- PROS*CP IN TAKISTAN

REF: SINIAPC~E 37775

". THE AISSION o83 PLYASED wITH TEF PEOFESCLIONAL AND
CONSTHUTTIVY MANNEZ IN AHICH THE AUDIT WAS CONDUSTED
AND THE TON: OF T4k DRAFT KEPORT APPROPRIATFLY REFLECTS
THEIS APrkOACH., 4E BYLIEVE THE AUDIT WILL EF A JSEFUL
TOOL IN I*P:0VINS PROJECT “ANAGFMENT IN BOTH TAHE
MISSION AND T=7% T*PLEMENTING ASENCIES OF THF COVERNMENT
OF Zaxg3TAaM,

2o 4T DCONOT YT ANY SEETIFIC DETAILED COMMENTS ON
TRE TRXI™ OF T4V DRAF] BEPO:T.  wE SONGUR IV
RECOMTLDATIONS NOS. 1,3,4,5,6,7 AND 2 AND HAVF ALYFADY
TAe =% ACTIZNS IV RESENL3E TO MOST OF TECSF
RTCOMPNDATIONS,  «F B LIYVE THAT ACTIONS #ILL T
SUFFICTENTLY ADVANCE, TO CLCSF MOST OF THY
RFSDPMaNDATIONS wITHIN 34 DAYS AFTER T8 [I5UANTE OF
THE FO«MAL UIID E<P RT,

3. AL DU ONOT 60%:Un IN R=COMMENDATION NO. 2 AND
REQUEST T5AT 17 ¢& DLL¥TED FPET™M THE FORMAL AUDIT REPCHT
BASED OV 1H: FPOLLOWING:

ALTHOUSH SEVE:AL RELATIVELY MINOR COST REvISIONS HBAVE
BYEN REQUIKED IN THE FAx, VYITH THE EXCEPTION OF ONE
INSTANCE, ALL MOPIFICATIONS CONSISTFD OF UPDATES OF
COST ESTIMATES NFCESSITATED BY LENGTAY DELAYS BETWEEN
THE I5SUANCE CFP THE EARMARKING PIL AND THF COMMENCEMENT
OF CONSTRUCTION, IN EACE CASK, THE PIL WAS REVISED
BEFORE CONSTRUSTION e¥3AN, FROM THE PROJRCT
IMPLEMENTATION FOINT OF VIEW, THE FAR IS THE SIMPLEST,
FASTFST AND MO5T SIRAIGHT-FOR¥ARD FUNDING MECHANISHM
AVAILABLE TC THE MISSION FOR THE BULK OF ISM-TYPE
REFABILITATION w0"K.

THE ORIGINAL PROJECT PAPER WAS APPROVED AND AUTHORIZED
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BY THE AID DEPUTY ADMINISTRATO® IN AID/¥, A PROCEDURE
“HICH EIPRESSLY INCLUDED THER G:NERAL COUNSEL’S REVIEYW
AND CLEARANCE, (PAGE 4 OP PROJECT AUTHOR.ZATION). THE
ORIGINAL PP AT PAGE 29 AND AGAIN AT PAGES 98 THROUGH g2
ADDRESSED THE POINT OF APPROPRIATENESS OF CERTAIN
ASPECTS OF THE ACTIVITY (CANAL AND JRAINS
RESABILITATION) FCR PAR TREATMENT, ND IN DOING SO
CONSIDFRED THY VARIOUS ADVANTAGES INVOLVED IN YSSUING
THIS MECEANISM, 7THx DETERMINATION AS TO YHETHER PAR
SHOULD B¥ USED IS NOT JUST A LEGAL CNE, RATHER, IT
PREDOMINENTLY DEFENDS UPON FXISTENCE OF A SET OF
CIRCUMSTANCKS AT THE TIMY OF PROJFCT AUTHORIZATION
WIICH TRISSY~ A FOLICY DFTEAMiIN: 'ION CH THE PART QOF AN
AUTHORIZED rFICIAL TQ UST FAR FXOCEDURES. IN THE 15+
INSTANCE, TdE PF 4DDEFSSED WHAT IT SAW AS THE
ADVANTAGES 7Q v (3g oF FAR, USING POLICLIES AND
FACTORS CONSTST:NT? 4ITH THOSE SET FCRTH IN AID EB 3,
AFP., J. TMUs, TLPPHOFALATYNESS” OF YAR WAS CONSIDYRW®D
VIN TS FE DN "d% ¥IosST INCTANCE AND LEGAL CLEARANCYE AT
BE HIGHY T Loviel OF THEN GyNnwal COUNSY¥L S NFFICE WAS
PART OF 1 AT PRCULSS, o0 SEJUENTLY THE MISSION DOED
MOT ASEPE [0 142 VFD YO CURTHEK 2RVIRW SF THE FAR
MECEANISM AST 1TSS AFPHOME . ATENHSS TO I5M.
JACLEY
BT
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Recommendation No. 1

We recommend that USAID/Pakistan:

a. reach aqreement with the Punijab Provincial
frrigation Department on the use of the new canal
design to expedite the completion of the canal
rehabilitation proaram, and

b. reguire the Provinc.al Irrigation Departments to
orovide gquatified =taff for treir design offices.

Recommendati~n No. 0

We recommend  that  USAID/Pakistan seek the assistance of the
Agency's General Counsel to determine 1f the wuse of the
Fizxed Amount Reimbursement procedur=s are appropriate for
the type work performed under the rehanbilitation program,

Recommendation No. 3

We recommend that USATD/Pakistan define specific targets for
the Phase 11 rehabilitation program.

Recommendation HNo., 4

We recommend that USAID/Pakistan develop a plan to address
the design, construction, and poor farmer response problems
which are hindering the on-farm improvement program,

Recommendiation No, 5

We recommend that USAID/Pakistan:

a. establish with Provincial TIrrigation Departments a
time tablie for the implementation of  the operation
and maintenance manuals;

b. require the University of  TIdaho  to  establish
indicators for evaluat jon of A.i.D.~-financed
research activities and eotaplish a  oystem  for
administering the AT D.~-financed recearch

projects including reporting procedures; and
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c. establish with the Provincial Irrigation
Departments a time schedule for the provision of
counterparts for the Associates in Rural
Development, Inc. contract,
Recommendation No. 6
We recommena that SAID/Pakistan:
a. develco a plan wit® the Provinecial Irrigation
Departments and Of ger concern~d Government of
Pakistan Aqenci@¢ o fulfill the project covenant
to mare  tne overation and maintenance of irrigation
systems s@lf—suprortxng, nd

b. review with the Provincial JIrrigation Departments
their operation ond maintenance huﬁgets in oraer to
¢lign the pudaets Nltx reaiistic operation and
maintenance costs @z suggested by the technical
assistance contractor.

Recommendaiion No. 7

We recommend  that  USA ID/DaPlttan dpvplop a plan with the
Governm<nt of Pakiztan to use technical assistance to
des:. oL a4 project eviluation syst@m, including the provision

of adequate otaffing, which would allow for the collection
and evialuation of data as prescribed by the proje—~t paper

and 1tz amendment.,

Recommendation No. 8

We recommend that USAID/Pakistan:

a. review and revise the project's training plan to
reflect any changed conditions resulting from slow
project implementation;

b. in conjunction with *the Government of Pakistan
review the levels of  available training funds to
determine 1f they will be effectively wused by the
termination of the project;

SN
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