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*MEMORANDUM FOR Mr. James A. Norris 

FROM:Directo ,USAID/Pakistan 
FROM:Mr. Ric ard -E. De 'c , RIG/A/Singapore 

SUBJECT: Audit of the Irrigation Systems Management
Project in Pakistan, Project No. 391-0467
 
(Audit Report No. 5-388-88-9)
 

The Office of the Regional Inspector General for
 
, Audit/Singapore has completed 
 .its 
 audit of the
 

USAID/Pakistan Irrigation Systems Management Project No..
391-0467. Five copies of the audit are enclosed for your

action.
 

The draft audit report was submitted to you for comment and
 
your comments are 
 attached to the report. Recommendationr'

No. 2 is considered closed and requires no further action.
 
Recomniendations Nos. 1, 3, 4f 
5, 6, '7 and 8 are. considered
 
resolved and will 
 not be closed until completion of planned

or-promised actions. Please adv"se me 
within 30 days of any

additional actions taken to 
 implement the resolved
 
recommendations.
 

I appreciate the cooperation and courtesy extended to my
staff during the audit. 

.4444' 
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n EXECUTIVE SUMMARY 

The goal of the Irrigation Systems Management project was to
 
increase agricultural production and farmer income by 

improving the management of irrigation water resources. The
 
goal was to be achieved by rehabilitating irrigation canals
 
and drains, by improving the Government of Pakistan water 

resources agencies, by upgrading Pakistani research
 
institutions, and by improving water management to match
 
water supplies with crop requirements in order 'to incr'ease
 
crop production. The Irrigation Systems Management project

(No. 391-0467) was authorized. on May 5, 1983 at a funding
 
level of million. The project authorization was amended:
 
on February 19, 1985 to increase funding to million.
 

The Office of the Regional Inspector Gjneral' for
 
Audit/Singapore made a program results audit; of the
 
Irrigation Systems Management project in Pakstan. The
 
audit was made to review A.I.D.'s assistancf to the
 
Government of Pakistan for *the rehabilitation o:E irrigation

canals and drains and for institutional improvement of
 
Pakistan agencies involved in water resources. The specific

audit objectives were to assess the project's progress and
 
effectiveness, to evaluate USAID/Pakistan's management of
 
the project, and to review compliance with A.I.D. rpolicies

and regUlations.
 

The Irrigation Systems Management project has 'progressed

toward its of upgrading Pakistan's
'basic 
 'objective


* irrigation systems. 'However, the implementation of the 


needed to be improved. In general, USAID needed' to do a

betterY job of managing the project. In implementing the
 
project, the Mission generally complied with A.ID.'s
 
policies and regulations with the exception 'of certain
 
Handbook provisions. The Government of Pakistan 'did not
 
comply with project agreement termsregarding'counterparts,
 
'evaluation,'and water charges.
 

The Irrigation Systems Management project completed the

rehabilitation of 59 irrigation canal and drainsupoet
 
by December 31, 1987. A.I.D.~reimbursed the Government ofl
 
Pakistanapproximiately t5. million. At the samer date, .the
 
~Government, had completed 131 watercourse subprojects and had
 
requested U-SAID/Pakistan to reim~burse tll.1million, for their
 
cost. In addition, progress wa's made 'in improving the
 

pplanning, design and water management capabilities of the
 
Government. 
 -

:Desptewte rgesmd-in. the imnprovement of Pakistan's
 
natonwde irrigations system, the r~ehabilitation program for{
 

< < 

A 
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'""thirigto faiiis i ein Vceue 
 lo
 

financial" managementi of oiperation iandT mainte nance shoul be
 
ehaaced,.i Iin !'addition,
trainingthe project. lackedwere a imo0nitorneffeciveln
evaluation system and funds not 


Proect impementation as outlned in the project paper

required: .(a)i the preparatio bf anew anal designo

minimize mainenance requirements; a(b) thereimbursement for
 
comp ted workojet Fed n 


l e rehabilitation usinake amonitr a
 

.:;......-Reimbursement procedures; (c) ,the. institutional, development.
i'.., f lhe Provinciad rigation Departmee n including theiy
 
. 
. Paog roject and d) use
.: :.des igni: capeabili ti es;ograsouine,( tinhe~i o0f ,itarge ts .for
taen' p pemt aipn
 

ofithe rhabilitation program for irrigationl de tan

drains was adversely affected by inadeqate management I
addiion, USAID/Pakistan' was unable t measu Fe o etss
 
towards achevement of th he ihabitation programs original
 

(},<!<!i. . t a rget s,. Proj3e ct izmpie ment a t ion was hampe red ,"byw th e Y'i1ited >;,''Ji:

',,.i.;, , .acceptance th of .the '
..... by Province Punjab . ; .a -o ;,,i,,j.

i'i;i:;;..,Department ,of the.i newly-prepared

; - ' 

canal -design,i -) the 
. . 'y!" i;i!.i
,..., 
!. ". iapplication of -Fixed Amount "Reimbursement pro" " ,'''!.
, cedures, and by...5..":;< 

, ,! i! ".,i.ith-e-ilack'' of sufficient .qualified'. design 'staff'/; i'n!; the,!<?ji.' '
 

Departments
SProvincial I rrigation Also,USAID/Pakistan wasi

unableito measure s p andt sthe because of thes rck
 
of targets in th orgnal 
project paper. The problems
Slated rehabittationor irigation have
or pogram . 
rasulted in a signficant deay in projec acc mp ishm te n sI 
applIicationUSAID/PakistanofyFies anaemrementjdge atheand eft aunable to programs's
procedures amndeby '" 

acurrdent
managevent of the rehabilitation program o initiae
chages. t ensure its expeditious completitn. th ' id
 

ated January ,s i985,tspecified that overi ,000 on-farm
 
uater omanagement programs be complted by 1990 ata cksof
 

to4 milmion.eHtweve, progress onal theion-farmi improemenh
 
programewas Thecertificatin b niees
slowi f consultin 


, Thek Iracon stemsio Mandamn rcteo pape a etof
j~l'i~ii':;i5.i.,. through-. March ,31,, ,1988.-showed ,vonly .-330 , rehabilit-.ted
aercurs e renimbuhasemenDt/.s fo -e
ort Reavsoins 

cerayed watercours fe rehabilitation program twrepoodsinit
 

on-farm
recom miln. fweer rores nthe improvementprga erviwd
 
dared. toary 5, 195 spcfi a t or 1,00 on-armd
 

progr bell eripor otho
watercmanagmenindeed waercoure itehabilitatiams compuloncrgrmu bn1990 satodeig',,
 
workpoor contutin al tance t Dathof
aend reluc 


ugeh.la fiance
Govrnmnt/ akistanproide a.Is. ctrors~hi,2 


'AioeneLo 
 Pksa hog
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cos oft9mlin otacos cpsTeo
 

reqire the to ()dvlp an" aa ein b
 

ate a"fost of the milnion. Thiane contractorps of aor
 
requied thcestocus develop a
(a)nato canaln(b

praesortin anchrcevd, fopratirrigaind
lmiteancpcemanl 

caean ce provide ovrht no beenfinanced. researc a
 
voariostornmentpoof Paaitn research intiuons;m and

(dnotprade tecacty ofs oupraetimanamnt ofiesoft
 
poerrmed by' th tecniclt asistaemnce ationtrco rojhad
 
desvign which reevdlmtdna acceptatceond operation, and
 

.'.maintenance 
 manuals, hdevnopbent fnae. reAsorca
 

'.research 
 activities and the command water management

component of the project was impeded. The- report recommends
 
that USAID/PakisLan initiate changes to make effective use
 
of the technical assistance.
 
A covenant to the project agreement requireo that each'
 
province raise its water charges consumers in order to
 
cover an 
increasing percentage of the 

-to 

cost of operation and
 
9 maintenance of the irrigation systems. Increased water

charges were needed to ensure that the full ,cost of 
operation and maintenance be recovered. Another covenant 
required an annual review of operation and maintenance funds 
to ensure that revenues through water charges were matching
expenditures. But, water revenues were not significantly
increased in the five years because the 'Gov'ernment of'last 


Pakistan was unwilling to 'increase the farmers' costs.
 
Therefore, the Government increased subsidl-:s for 'operation

and maintenance 'leading to an increased gap between revenues
 
and expenditures. The provinces had not adequately reviewed
 
operation and maintenance budgets to ensure that revenues
 
'were matching expenditures because of constraints in
 

,:generating revenues. By neglecting ' the ''cost recovery
 
"" ;''objectives, the provinces will b e dependent 'on the 

Government to meet any shortages in, operation and''
 
""'''"''maintenance funds; As in'the pastt lack'of such funds will 


-,lead 
 to deferred maintenance and deteriorating .irrigation 

' 

infrastructure, and A'.I.D. funds "for rehabilitation will be .''wasted, The report recommends that USAID/Pakistan review 
operation and maiintenance funds. 

'"" ""'The :1rr i gatlon: SyeStems Management, projeCt, paper required ~'' 
that a project evaluation program be esalshed, , TheJLj

programi was to collect and evaluate9 data .to;:determine 9tzhe -

-"'9'sustainabili.tyL of the lrrigation ca.na 1-" and drain ' 



r eabliato' program adterqieet o otne
 
*1maintenance. 
 In addition, 
 the project paper amendment


required that production impact data be collected and

evaluated from project areas to determine the project's

success. Neither the Government of Pakistan nor an
 
A.I.D.-financed contractor 
 were 	 able to establish an

effective monitoring and evaluation 
 system because of an

inadequate data collection and monitoring system and the

lack of trained personnel. Without an effective evaluation2
 
program, it will be difficult to judge overall impact. of the'

project. The report recommends that LSAID/Pakistan develop

with the Government of Pakistan a project evaluation system,
 

*The Irrigation Systems Management 
 project paper outlined a

* 	 training plan in which 390 participants were to receive long


and short-term training in the United States by 1989.
 
A.I.D. Handbook 3 requires that project implementation plans

be updated periodically 
 or, at a minimum, whenever
 

'.significant 
 delays occur. A.I.D. Handbook 10 and tJSAID
 
il~ l l l ~ MissionI l Order i;'!; >,?;,required,:iiii'iI !i !i~ iii!:ii: PAK-17-71i ilii i 	 that.i USAID/Pakistan!iili iii!~i~ii!{II
iii~iii i!~iii~ii;i!:ii!


* maintain follow-up activities and evaluation of returned.

*participants. II.i1:!t1iII!ii!l :'?-iL;!iTheil:/i<!11~!11!;,£I!:1i'i.-project"IiLi~i,]:)),15!11;,=Ltraining:i1 ::# 'program:~ii~i,"¢i1 !%:!? was)! ,i!i:]<LI!behind'iiIi~i<] ii!]! !!#~4!~ 'I 	 ii ;i::ii 4!i 1ii i!)!~ ==! ~ :i 

'
schedule because{llii){ %i'<i~il:15 II ,[1,£ )theI'I.:IA'">)'91' !1)!I"Governmenti ' I'
I 

}};II}!1! ,1!1of '1Pakistani; :]il! was very slow in¢1!II %~li~i; !

'ia 'i 
 , i 	 ; :i <:= In' 

* . nominating participants, and once nominated slow 
 in clearing

the nominations through the Government. USAID/Pakistan was'
 
not following-up on
] } gI !:! I i ;i l k i''l! i returned' = l i i participants= 
~ ' ,,: i i ! r i ! i ' 	 because'i 1 [ ,; ; l ! :...a I;formal'ii1 IV , ! ?
follow-up :system was not established.
,, =...,. 
 , . = . ; ( .* ,: As- a <,result,
. :=
+: =, .. ,. , .;,=+, .
USAID/Pakistan does not know if 
the remaining project

training funds can be effectively used before the project

terminates or that 	 are utilizing their
'participants 


*training. 
 The report recommends that USAID/Pakistan review
 
available training 
funds to ensure their effective use and
 
establish a follow-up system for returned participants.
 

diA 
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_____________AU DIT-OF- -_..-

-THE 
 IRRIGATION SYSTEMS MANAGEMENT
 
PROJECT IN PAKISTAN
 
PROJECT NO. 391-0467
 

PART I -INTRODUCTION
 

A. Background
 

world. From the Indus River and its tributaries run a 
network of canals totalling about 40,000 miles, which in 



turn, feeds an additional 250,000 miles 
.-

of public
waItercourses. The Indus system also includes more than 

.* 200,000 tubewells, of which about 13,000 are
 
publicly-owned. The contiguous system serves a total.
 
cultivable command area of 34 million acres.
 

The U.S. Agency for International -Development authorized t90
 
million for the Irrigation Management project in
-Systems-


Pakistan. The project grant agreement, as amended, with the
 
Government- of Pakistan provided; t72 million.' ! 'ii i i=i ! i ! : " ! :ii i ! : ! Project

i ----lf -. i i <!;;S.,< ! !, i 4 ! i 5 < 5' -! ,i ~ , i! i< i% 
{i : ! 

! 
4 <{ 

: ,i~! . , i! i %!< : ' , 5 , 3; i % ,4; ! ' , ,5 ! i

project paper amendment was in preparation! ~ to ' 55'! i jU'>i iJ!1.. < i k !~~i i !i . ,i>4: < i: < i ' i!< b? ! iF %ii! <!! 5,E !? 
ii 

.! i : coveri irPhase 'II 
5-.,-!<Y 5 ! : .' i,! <,,~~ ,,! 5-,,i i!i555Li.! :, , ,<< ;i .,.---55555.i, i= , >-i , % < !- !< 

, of, , , < -the < $ project.. :: ; : ,, / 55,,, , ,: Phshs< ,55 ,, 7 , ,,I:,z dast *s-,.4 pirly-'-4-I ?, . I ¢ wt : , :' ! : .. i i ' < 'A,!¢ {i !! A , 3 i ,! ! , , !< 555)ii- i ! :i i i'i i - - -i ssrehabilitation! ,,ii , ' < q !!!work !iii and <i5,institutional~ !& !i i i! , !,, < The,!i . , , ii! 1 ' ! improvement.,:, 

funds were to finance technical assistance, the4 
! ! ! ,! i ! !55Vj4 , 

rehabilitation of irrigation 
 .'!i !~ ! , <<i'i < /;% i ! . !l<-!i . ;ii i 'A. < i!..s' -i D ii 0 5........canals, drains,
i !i% ;;J - .,'~ i!ii ' ii< . . <,'A U .T } i i~ and 
,, , i, ! i. i~#g ,i! ! i )il~, % - % _!$. .. .. . .. ~i 

watercourses, machinery and equipment, and training. 
The Irrigation Systems Management projc:t completed the~ 
rehabilitation of~59 irrigation canal and drain subprojects
by December 31, 1987 for whc-h oenmn fPksa 

*

was reimbursed approximately $5.7 mil1lion, At. t'ne same 
date,- the Government Pakistan had complerd 131 J-~-of 


-watercourse 
 subprojects and 
 had requested tSAID/Pakistan to) ;&j'

-reimburse 
 $1.1 million for their cost. In addition,
 

'-progress' 
 was made in improving the planning, elciqnn d,
 
water management capabilities of the Government..
 

Under the project, A.I.D. financed three principal technicalo
 
~ <Vassistance contractors..The- three contractors were .YRC w~ 

-Engineering, 
 Inc. in conjunction with Checchi and Company,,'
the University of Idaho, and the Associates in-Rural VK 
Development, Inc..The. contractors provided assistance, to -;~-

<7 
 ~the 'Government of Pakistan~ in the areas Nof institutional<>
 
development, researchrand training.,
 



': 

*.. 


4". 

t ~.'Sind 


' ' 

A~7-. D.,Dhad aiso- fiinanced--the -procr 'nt,-f-' 

equipment. Funds for ,the, procurement from ..1the
.came 


Irrigat'ion Systems' Management, Project and from A.I.D,'s
Agricultural ,Commodities and Equipment project. Total
 
expenditures for procurement were about $30 million 
as of,
'March 31, 1988. Equipment and 'machi.,ery' procured included K
 
'bulldozers, mobile cranes, motor graders, and excavato'rs.
 

B. Audit objectives and Scope
 

The Office of the Regional Inspector ~ ~General for:Audit/Singapore. made a program results audit 
 of 
. 

the 
Irrigation Systems Management project in Pakistan. The

audit was made to review ,A.I.D.'s assistance to the
 
Government of Pakistan for the rehabilitation of irrigation

canals and drains, and for the institutional improvement of
 
Pakistan agencies involved in water resources. The .specific
auditobjectives were to assess the project's progress and
effectiveness, to evaluate USAID/Pakisan Is mahnagement -of 

the project, and to review compliance with A.I.D's policies

and regulations. No review was performed on the utilization
 
of project machinery and equipment as this was .a .subject of
 
a separate report (Audit of Utilization and
*.audit 


Maintenance of Selected Equipment in Pakistan, Audit Report

No. 5-391-88-8, dated July 11, 1988).
 

The audit was conducted in Islamabad 'at the offices of
 
tSAID/Pakistan and included trips to Karachi, Hyderabad,, and.
 
Lahore. were made to 'the Government of Pakistan's
'Visits 


and Punjab' Irrigation Departments, Discussions were
 
held, with technical assistance contractors located in
 
Islamabad and Lahore. Discussions were also held with one 
of the other donors to the Irrigation Systems Management ''' 

1.rnjee-!t, i.the World Bank. audit, was conducted in two
'The 


phases. The survey phase was conducted inDecember 1987 and
 
January 1988 while the audit. phase was conducted in March
 
and April 1988. The. audit covered the period from May,,5, K
 
1983, the inception of the project, through March 31, 1988
 
and expenditures of $44.7 million. The reviews of internal,

controls and compliance were' limited to activities related,~'"
to the' report findings. audit was made in accordance'
'The 


'with generally accepted government auditing standards.'
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-AUDIT OF____
 
THE IRRIGATION SYSTEMS MANAGEMENT ~ 

PROJECT IN PAKISTAN 
PROJECT NO. 391-0467 

PART I I -RESULTS OF AUDIT 

The Irrigation Systems Mvanagement' project has progressed
toward its basic objective of upgrading Paitns

irrigation systems. However, the imleenatonofthe'
 
rehabilitation program for irrigation canals and drains~
 

H needed to be improved. 'In general, USAID needed to do 
 a~
better job of managing the project. In implementing the.

project, the Mission generally complied with A.I.D. 's;

policies and regulations with the exception of certain

Handbook provisions. The, Government of Pakistan did not
 
comply with project agreement terms regarding counterparts,

evaluation, and water charges.
 

rThe Irrigation Systems Management project completed the.
 
rehabilitation of.59 irrigation canal and 
 drain subprojects

by December '31, 1987. A.I.D. reimbursed the Government of
Pakistan 'approximately t5.7 million. 
 At the same date, -the>

Government had completed 131~ watercourse' subprojects arid had

requested USAID/Pakistan- to reimburse tl.l million ,for their> 

cost. In addition, 'progress was~ made improving~the,
'in 


planning, 'design and water maniageme~nt .capabilities of the-

Government.
 

Despite the progress made in the improvement of, Pakistan's
 
nationwide irrigation system,' the rehabilitation program for
the irrigation facilities is behind schedule.' Also,~ 

~> 

technical assistance should be' put to better use and
financial management of operation and maintenance -should beU:X
enhanced. In 'addition, the project lacked a monitoring and~
evaluation aystem 'and 'training funds 
 were not effectively 'i'used.~
 

The report recommends that' USAID/Pakijstan ini.tiate action to
mak~e t~he irrigation system rehabilitation program more

effectivel -improve theutilization of technical assistance~~~

and review. the 'availability~ of operation and maintenance 
 ~j

funds. inh add'ltion,j a Projiect monitoring and evaluation Usystem needs-t6 -be established and training funds shouldk beJ ,
better utilized, 

,~ 

3
 



77-7-~~7:7. 

~ 1 Implementation Of, The Irrigation~ canal And D~rain> 
Rehabilitation Program Should Be Enhanced... 
 ... .~ 

Project implementation as outlined in*the project paper
required: (a)~the preparation of a new canal design to 

,~'~ 

minimize maintenance requirements; (b) the reimbursement for
completed rehabilitation work using the Fixed -Amiount' 
Reimbursement procedures; (c) the institutional development

ofthe Provincial Irrigation Departments including :their 
.~.~ 

design capabilities; and (d) the use, of targets for 
measuring project progress. USAID/Pakistan Is implementation
of the rehabilitation program for irrigation canals and
drains was adversely affected by inadequate management. In

addition, USAID/Pakistan was unable to, measure progress

towards achievement of the rehabillt tion program' s original

targets. Project implementation was hampered by the limited
 
acceptance by the. Province of the Punjab'~s Irrigation

Department of the newly-prepared canal' design, ,by the'
 
application of Fixed Amount Reimbursement procedures, and by.
 

'sufficient
the lack of qualified design staff 'in the'
Provincial Irrigation Departments. Also, USAID/Paistan was 
unable to measure the project's success because of the l.ack 

. 

of targets in the original project' paper. The problems

related to implementation of the rehabilitation program have,

resulted in'a significant delay in project accomplishments

and left ISAID/Pakistan unable to judge the program's >"
 

success.
 

'Recommendation No. '1
 

We recommend that USAID/Pakistan: 

' 

a, reach agreement with the Punjab Provincial
 
irrigation, Department on the, use of the new< canal,
 
design 'to expedite the completion of" the canal
rehabilitation program,A and
 

b. require the Provincial Irrigation~Departments toi
A A 

IAprovide 
 qualified staff for their' design offices.
 

IReconmencation No. 2 
AA 

Wereomn thatUSAID/Pa1istan seek :the :assistance of theA~UA A

Agen~cy'sA Gene ral 'Counsel -to dete'rmne_ if theA'' "'Ath
 

Fixed Amount 'Reimbursement' procedures Aare.' aprpit o
tetype workperformed under the rehabilitation program. A'A 

4'"A A' 

Y,' iA 



---

---

- -R-C-menda-t~i.A-t o

'We recommnend tha~t USAID/Pakistan,4efine~-specific targets for:Athe PhaseIL rehabilita tion program. :; 

Discussion 

The originZal. deig for Iriato Mangeen 
'~- 9~n ' ystems Mngmn

project as stated. in. the -project paper dated May 5, 1983,1-~called for the provision of technical assistance funded 'by' -j
A.I.D. to prepare a new canal design (hydraulic -desg

criteria); and to upgrade institutional capabilities, c~I
including canal design, of :the Provincial rito
Departments (PID). In addition, A.I,D.'s reimbursement for
comxpleted rehabilitations would emply Ffxed KAmount---

Reimbursement procedures, Also, the project paper idfined
targets to be achieved in the combined World- BakA..
 
rehabilitation program.. Project targets called for te!

completion of 8,70C miles of rehabilitation canals and 
-2,l75
miles of rehabilitetion drains by 1986.
 

The successful implementation of the iriain aa 
 n
 
-drain 
 rehabilitation program'was 
 limited due to inadequate

management and USAJD/Paklstan's inability to measure program
progress. The rehabiliitation~ program was designed to 'workin tandem with a project sponsored by International, 



-the 


Development Association (IDA), a branch of the World Bankc.
 

The successful1 management o-f the irrigation1 canal, and drain
rehabilitation was 


- hampered by the 1PID's limited application ~~
of th el~salihdhdal design . cr iteria, by, the '.
utilization of the Fixed Amount 1Reimblirsement IagreIement, by' 

p1the 
 lack ofdesign expertise 'in,- tue ,PIDIs, and by ~ USAID/Paklstan's 'inability to 
-ju~dge-progress 

1towards th~e
program's targets.
 

Hydraulic Design Criteria of the project outputs was
-One 


the development of an' ~proved hydraulic design criteria
 
(HDC). The new HDC,1 based upon the collection, of hydraulic >
 

'P - 3data, Wasp.to minimize maintenance..- reurmns. h.' 
hydrauli&' design 'criteria.would takeinto consideratio'n the 

~~canaI~~~~~ yse-inraeue2Teew design' criteria would 
- --- lower th e----nsfr anenne 

~the new hydraulic, design criter ia . The .ilt-lal .d'raft~ of , thedesig n criteria was.. prepared, by the conractor in Miarch
1985. The JJntrodub~ton of the ydru c dt.asig crtei Iwa 
me 
 wt rsstnei the Punjab -PID. As a co---ece 

P . ~ 



b''se fan_--cnas-n'tePna' According~to the Pujb
PID..hee'ig citria wre'dv'elopedW without >theirinput,. : 'The Punjab PID~ also disagreed on techniical gounds.

with the~data uisedtodevelop the criteria.> 
 The~new design,~2~~cr iteria was approved by the PID's in.Sird, Baluchstanand~
the Northwest Frontier provinc~es but have ha~d limited use 1to

date. 

Fixed Amount Reimbursement The Fixed Arnolnt>Relmburserpent ,
(FAR~) procedures require that projects >fnncid, by~ AR ,are,

specifi'cally defined at t[he outset in order to, have a. firm <
fix on costs., The FAR arrangement genrerally doe's not allow
for changes in the original cost estimnates. :Increases in.,'~costs are to be absorbed by the h'ost government. Decreases«< 
in cost will not affect A.I.D.'s payments to a host 
county>;

for completed work performed.
 

Since the inception of the rehabilitation program, the FAR
 
arrangement had rposed problems. Normally, projects financed,

by FAR should be kept to a two-year implementation period.I

This had not been the case with the rehabilitation program.~

Rehabilitation subprojects, due to delays,, had;

implementation periods 
 of more than two years. Escalated,

costs have had their effect on subproject costs. A number~

of Project Implementation Letters, authorizing schemes for,~

reimbursement, have had to amended.
be, The Punjab.,PID is'
currently requesting the revision of nine subprojects ,

because of escalated costs. For example, the cost iof,,the

ISRP-UP-2~ subproject, the Main Branch Lower ,Schieme,~hashK
 

S risen from tl.2 million to tl.6 million.. tSAID/Pakistan ha~d

~jW ~ not yet decided whether it would amend the' FAR~ to covr'~
Ki these increased5 costs or reimburse the Government for only, 7 ~7the original amount. We believe USAID should 
 obtain guidance,.


Agency's Counsel is
from the General on suitability ofIS 5 ' 
subprojects for~FAR procedures and the appropriateness5 of

increasing the FAR amounts.
 

-PID
Design 5design offices lacked qualified staff2 because a 
transfer to 'a PID design office was 5 noti considered 
,a~,~

beneficial 'assignment by 5TID personnel.,. For 5 a number, of~
S 

rteasons, ~PID 5engineers preferre5 d 5fi'eld assignments,
5
 

Included among, the reasons was vari~ty of extra bene5 fiEI& 
-~ -- provided 'to field staff. 
 > 

A ecnty.cmpe~devaluation 5perforned5-in Jauayand

Februaryi ,1988 'o-h 
 S'rjc sponsored by.,A.I.D4 sta&ted 
thatL design aiiies and' stf ','er nadequate. ~I~n'J7iaI ddiition, standards'-for -collectioni, storag Ieand processing

of hyrui as, con'sidered~inadequ~ate as~was t~he


~SI-'~sV''esent datai b'aee'avala'ble inr-the field.4 

I . ~ ~ I ~ j 45- 5 5551 ~ 
~ .~1";4 
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Because PID design offices lacked qualified staff, the 
ds...j n'of..-ubproects n-theea ry.s-tagesof.s. was def icient,. 

the rehabiitation program a majority of subproject designs
 
had to be returned by the consultant engineer to PIDs for
 
correction. The delays in. the approval of. scheme designs.

delayed the completion of the rehabilitation work.
 

Measure Project Progress - USAID/Pakistan was unable to 
assess the progress of the irrigation canal and drain 
rehabilitation program towards specific targets. The 

Imission was unable to compareoriginal targets for the
 
rehabilitation program as presented in the project paper,
 
with work completed to date.
 

. • 	 The original project paper dated January 9, 1983 
quantitatively described targets for the rehabilitation 

program. By 1986, 8,700 miles of irrigation canal and 2,175
 
miles of drains were to be rehabilitated. These targets
 
were the objectives of the combined International
 
Development Association (IDA), a branch of the World Bank
 
and the A.I.D. project.: The targets did not solely
 
represent A.I.D. project targets. Nowhere in the project
 
paper was the A.I.D. targets expressed solely. The project
officer could not provide additional information on the
original A.I.D. targets.
 

* 	 USAID/Pakistan had reimbursed for work completed on sections
 
of canal systems rather than the entire systems in order to
 
concentrate on high priority areas. This method of program
 
implementation made it difficult to account for completed
 
rehabilitation work on the basis of 
 miles. The consultant
 
engineer reported quarterly to USAID/Pakistan on the
 
financial status of work completed. No longer were the
 
targets in the original design a measurement of
 
rehabilitation program progress.
 

The problems related to project implementation included the
 
limited application of the new canal ;design criteria, the
 
application of the FAR arrangement, and the lack of
 
sufficient qualified design staff. These problems delayed
 
the rehabilitation of the irrigation canals and drains. The
 
pictures on page 8 show an irrigation canal and a drain
awaiting rehabilitation. The rehabilitation program for
 
Phase-I, scheduled for completion by 198,6 will not be
 
completed until June 30, 1989. JUSAID/Pakistan approved 133
 
subprojects throughout Pakistan for reimbursement. Through

December 31, 1987, only 59 subprojects were completed. The
 

4,i 	 completed subprojects represent 44 percent of the total 
subprojects.approved." 

V7 



An irrigation canal awaiting rehabilitation
 

A drain awaiting rehabilitation
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,t.
}!;~.L.,;; ,;I-,,n, ias muc h ;:as: theL ori gin al. r j c desig di no conta i "!!
 

USAID/Pak istan -ag~reed wit th recommenda tions ..... 
I -theif'"}?i
 
except ion. of Recommendat ion No. 2.:', :.-:; -,: ;.#,:;!:-}:

cosrcinbgn lmnaisso-a
ii. According. to... ..... g several :<relaitiv' y
USAIDiPakistan, although el


~~minor cost .revisions have been required iin the FAR,:iwith 'the
 
exeto fone instance, all 'modifications colnsitedely( ii:i
of 

updates of cost: estimates necessitated by. legh delays
 

.. between the issuance :of the earmarking {.Project" .;.i
Implementation Letter (PIL) and the commencement of
 
include th 
 Geea Cone' eiwadcerneKh
UIomt 	 thethe
construction.c In each case,thaoriginalatog projecteea eaiey, conaie .:,: Ji
Aorig tUSAID/Pakistan, PIL :was- revised :before,-

jug aoe d ne heathorizef hgrme heputyofAD/aksetan fagred
Maage Comment i wittace thecmedtieos withet
e han sm depe.nds upo . . . -71 .istnc 
etoriz 'of wicMtereralicy 2.... do.r. onupes 	of it i
coathet esonecntlitaedsby.lengh eaystec~ i!'
 

nin a whc :
Amstra torwr A.m/W aprocedu e~t exprssly .:::.m
 
part ppof authorizedsiosib r ue the r, wiuh th
cost e 	 a c 


Aeeionst o insAnce, a Pod retowh c s aes:-,
 

the advantages of the use of FAR, usingpoliciesand factors

consistent with those set forthin A.I.D. Handbook 
 3

SusqetreiwoJSAID/Pakistan
alojtteshatheoiiaioprojecthaer
Appendix J. Thus, "appropriateness" of FAR was considere
ws of thapprovednania' 	 the
insthe Project Paper inauthreetthe first fobyAIrriDeptyn
instancean point

clearance at highest of Genera e
the level fsthe n 

ticluedot Genra counsdelrerewad clearis ance.o the"'
• Office was part of :that: process. Consequently th miso
 

' 
to, the 	;need
":, ,does, not .=agree, 	 for -further-review o
and its 	appropriateness to ISM.
authorizationsrihfradwhic udnmechanism 	 h A
lawlne cateritdredcosedinena policy etermination th
trigger UAdepdstupn exisltecon 

/ part"of authorized official to useFAR procedures,
an nsIn
offce 	f insctor-General lCimment work
 

AdmiaSystistrator In 	 ' cedurewhi.hxy
ement projectDapr 


'etermi 	nationmendtiowh.the F shou e uosiedn jst.a...

cleracet he igest leel f he enralConse's
 

thne PPncfstctiveact ions in th ir ns c ad el
 



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
 
A19.4 million. However, progress 
on the on-farm improvement
 
program was slow. The certification by consulting engineers

through March 
 31, 1988 showed only 330 rehabilitated 
watercoures f)r A.I.D. reimbursement. Reasons for the
 
delayed watercoirso re'abilitation program were poor design
work, poor con- rdcnion and a reluctance on the part of 
farmers to complete the on-farm works. The delayed
watercourse ogrim wi ll in turn delay tobenefits the
 
proj'ect Oeni.,raral
he farmers.
 

Recommenda ton M. 4
 

We recomme:J 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 irr igaton Sy:t ems Management project paper amendment
 
-
dated janc ry 5, '985, spocifi, that over 1,000 on-farm
 

improvement Programs 5e compl ted by ]990 
at a cost of 0l9.4
 
million. 
 USA' Pihk,. an had targ, t.od an additional 50 for a 
total of 1,050 pru j mz. P .-biritfion 'we include brick 
or con .-. - in '-q of - 0 i "rc :t_ t )ota l length of 
each ' r t ,., ,r n i prov n of t e "'m ring 50-85 
perc nt, K,er inyrai. ] tion of ahr,:u 36,000 trnout 
structar, , 4,000 eul v-rt:;, and 2,000 'uffalo bath:;. it was
 
estimated thenn improvements would result in increases 
in water ivail 1ity y about 18 percent, due to reduction 
in eep,-ge ]o-;S . The picture on page 11 shows a

rehahilIit-t:d w.:nt_,r( ;r::n.
 

The wa tn rr.A" AV' vempnt program has a five-year
implem, nta it)n ,-r ,o, (1985-"0). T rough March 31, 1988,
330 reha b i i te. watercou: ,e:; were certified by a 
conu aing,nginn -r fo-r A.I.D. reimbursement. The :ertified 
water.our.,z rPrf r t d 31 peront of the watercourses 
approv w/ A..D. for roimbars-ment, -aving 69 percent of 
watero r too r,-an- ] i tatLed The, by ]990. watercourse
 
progrm w.- delaye and will requi re a large effort to
 
complete r,'ha ilit.a:t ion of the watercourses by 1990.
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.. B.. 

A rehabi I i tated watercourse 

According to project personnel cand a USAID/Pakistan 
consulting engineer, t-he d( Ia:; in the watercourse 
rehabi i t:at :ion program cowld e t,-r ihuted primarily to poor 
des ign work performed h, t he On-F,irrn 'ate,:,r Management: Off ice 

Provinc )fepar tmentof the rial o Arr iew tItre. In addi t 'on, 
poor -oil<;t. rit e wero and wow, lack10 t ~f.chn jiqi-Y; i-o d, thewre a 
of cooperit ion r o 1 f- rine .; ori th, corripl 1, i o l of the 
on-farmfv)rk 

The o]e:; ion riuct i on for the wtt, rConr:;e, rohi-ihi I i tt. ion 
program wa . a-;:;igried to t:hio On-firm Wat ,r Ma(Ar,-,gm nt. ()WM) 
Off ice of tho Provi ncial1 )epa r t- rnn t of Aqr i C IIi t re 
Comp et- .d do:; i grr; were fo rw,i rd d h/ t loe WM o ff Ic to an 
A. I . .- fi ric, c.d nig i n ,eriri g con ,If tit r,,:; po i ie,, for t. hei r 
review id ovi, . Altf,-,r l tt or.ppr , p p r)v Ly 	 -tct IId 
A. T .E.D 	 t hi ,..Jir((( r.;, rh,,L i I i t in n wor-k ; prfo rl,,d by 
]ocal 	 f rm r:; r r ,r t , rvV ii oW1 )t I(, () '; l. It , ; t,he 

t A il i (-: iritt o v ;(oe(jot of ',, . I . .-- i rlIII', (', , i- rig ;t]ii I v()r. 
the rehihi lit I. i r work ,ci,i to ,.r t ify tI h (v mple td work 
for A. I .1. r .imh ir:- int.:r t. 

''f r ol; h i; lt i in il Inrin ; t i r ot c r:(i.;u It i rq 'r noerhi 
conf; id .r.(l dt,,; i I w(tr. po.r formed hy I h-, On--f ( ri Water 
Management Of I ic: p r ;onnol I a; inadequatto. 'To of f ;:;t t:h is 
probl em, t:he con:u1 t- i g enq i ri or prov ided train i t-o OWVnig 
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personnel. In addition, in order to expedite the 
Nw-N. rehabilitation work, the consulting engineer carried out his
 

--own 	-su rveyndes estgnwork-.

* 	 During the impi -entation of the watercourse rehabilitation 
program, the consulting engineer reported to USAID/Pakistan 
on the poor quality of construction. The poor quality of 
construction was evidenced by the use of improper materials 
and less than standard construction techniques. Inspections
by USAID/Pakistan engineers of rehabilitated sites confirmed 
the consultants' opinion. Poor construction delayed
 
completion of the schemes.
 

*As part of the watercourse rehabilitation program, A.I.D. 
Sfinanced other on-farm work activities including


construction of culverts, turnout structures and buffalo
 
baths. These activities were performed by local farmers.
 
Farmers in a specific area were to assist in the work.
 
However, getting complete cooperation of all farmers to
 
complete the other on-farm work activities was a problem.
 
According to USAID/Pakistan personnel, some farmers did not
 
see the benefits which they would accrue by performing these
 
activities, Because of the lack of cooperation, the other
 

-on-farm 
 activities have lagged. Due to the late completion
 
of the other on-farm activities, the consulting engineer had
 
deferred certification of civil works for 'A.I.D.
 
reimbursement.
 

The delays in the on-farm water rehabilitation program
delayed the provision of project benefits to the rural 
farmers. As outlined by the project paper amendment, the 
benefits to the small farmer would be in the form of 
increases in cropping intensity and increases in yields.
These ii,creases in cropping intensity and yields will not be 
fully realized until the completion of the on-farm water 

* programs.
 

Management 	Comments..
 

The USAID management concurred in the finding and
 
recommendation.
 

Office of Inspector General Comments
 

I..- .r 	 Recommendation No. 4 is considered resolved 'and will be 
closed when USAID/Pakidtan completes the corrective actions. NNN4 
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3 The Value Of The A.I.D.-Financed Technical, Assistance 
Provided To The Government Of Pakistan Was Questionable. 

L.. . 

<, }: 

TSAID/Pakistan provided technical assistance to the 
Government of Pakistan through A.I.D.-financed contractors 
at a cost of t29 million. The contractors' scopes of work 
required them to (a) develop a new canal design;, (b) 
prepare operation and maintenance manuals for irrigation
canals; (c) provide oversight of A.I.D.-financed research at 
various Government of Pakistan research institutions; and 
(d) upgrade the capacity of subproject management offices ofthe ,project's Command .Water Management +component. iThe work, / 

performed by the technical assistancE contractors had 
limited success because a contractor developed a canal 
design which received limited acceptance and operation and 
maintenance manuals had not been finalized. Also, a 
contractor was poorly managing a research program, and 
another contractor was operating almost without 
counterparts. As a result, implementation of project 
activities such as canal rehabilitation, operation and 
maintenance of canals, development of water resources 
research activities and the command water management 
component of the project was impeded. 

-. 

Recommendation No. 5 

We recommend that USAID/Pakistan: 

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

b. require the University of Idaho to establish 
indicators for evaluation of A.I.D.-financed 
research activities and establish a system for 
administering the A.I.D.-financed research 
projects including reporting procedures; and 

c. establish with the 
Departments a time schedule 
counterparts for the 

Development, Inc. contract. 

Provincial Irrigation 
for the provision of 
Associates in Rural 

Discussion 

-

ii 

.. 

-

+ : 

USAID/Pakistan financed three major technical assistance 
contractors under the Irrigation Systems Management Project' 
at a cost of $29 million. The contractors involved' were' PRC 2
Engineering Inc. (PRC)/Cheochi and Company, the University 
of Idaho and the Associates inRural Development, Inc.

++++/7 +++i / p4+ .,:++ '.+++ ++ +++ < .4.+i i }{+ i ' 
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The PRC/Checchl contract with an effective date of April 1,

1984 required the contractor under its scope ofwork to
 
-col-rrt---hyT---0dat- t rn'dF existing

irrigation canal maintenance problems. The contractor was 
to develop a new canal design, and a set of operation and
 
maintenance (O&M) manuals to be used by the PIDs for their
 
irrigation canals.
 

The University of Idaho contract was effective April 4,
 
1985. According to the scope of work, the contractor was to
 
assist the Government of Pakistan to plan, organize and
 
carry out a comprehensive water management research
 
program. As part of that program, the contractor was to
 
review research proposals by GOP institutions for
 
A.I.D.-financing. Indicators for evaluation of the research
 
activities were to be developed. In addition, a system for
 
administering the research projects was to be developed
 
which included established reporting procedures and -a
 
provision for annual review.
 
The Associates in Rural Developments Inc. (ARD) contract had
 
an effective date of September 15, 1986. Under the
 
contract, ARD was to assist in developing, organizing, and
 
operating subproject management offices under the Command .
 
Water Management component of the ISM project. 'The
 
subproject management offices were established to act as a
 
focal point for the Water Users Associations (WUA), an
 
association of farmers. Subproject management offices were
 
to provide the WUA with assistance from various line
 
agencies such as the Department of Agriculture, the
 
Department of Irrigation and agricultural input suppliers.
 

Contractor technical assistance concerning design criteria,

O&M manuals, research, and subproject management offices was
 
not effectively used. For example, in the performance of
 
their tasks, contractors have received mixed reactions to
 
their work by the Government of Pakistan. Completed tasks
 
were not well received and the quality of technical
 
assistance provided was questionable. In addition, a
 
contractor was not receiving the cooperation o7 the GOP.
 
These problem areas indicated that the technical assistance
 
was not as effective as it could be.
 

Hydraulic Dosign Criteria And O&M Manuals - Between 1984 andi
 
1986 PRC/Checch collected hydraulic data which was used to
 
prepare new hydraulic design criteria to be usedon the
 
rehabilitation of irrigation canals. The new hydraulic

design 'criteria were required to help reduce thelneed for
 
maintenance. The amount of sediment collected in the canals'
 

N  1 4. 
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led to the deterioration of the canals and was one of the
 
__________ for the rehabilitation program. Introduction of the
'reasons 

m;W+hydrawrrdesign wessen te amount of 
sediment and thus reduce the need for canal maintenance. 

By 1986, PRC/Checchi circulated the newly developed

hydraulic design criteria to the PIDs. The reception for
 
the criteria was mixed. The Punjab PID objected to the use 
of the hydraulic design criteria on technical terms. The 
Punjab PID stated that design criteria data collected were 
too narrow and was in need of further refinement and 
research. In addition, the Punjab PID pointed that the 
problems associated with the hydraulic design criteria were 
primarily due to a lack of proper liaisoi, coordination' and 
working relationship between PRC/Checchi and the Punjab
PID. At the time of audit, three of the four provinces had 
accepted the criteria. The Punjab PID had not.
 

4 +operation and Maintenance (O&M) manuals were prepared by
PRC/Checchi. The manuals were prepared 'in draft form in 
early 1986 and 1987. The draft manuals were forwardedto 4.4 

USAID/Pakistan for review and comments. Through March 1988 
formal comments have not been made by the PIDs and the O&M 
manuals remain in draft. PRC/Checchi estimated that the 
development of the hydraulic design criteria and their 
efforts in the area of operations and maintenance cost the
 

A U.S. Gove1nment t4.5 million.
 

Water Resourres Research - The University of Idaho was 
tasked to upgrade water resources research in Pakistan. The 
University was to accomplish this task by assisting existing
research institutions in Pakistan. One of the
 
responsibilities of the University was to review research 
proposals prepared by research institutions for possible
A.I.D,-financing. Once A.I.D.-financing was approved, the 
University was to periodically review the research and 
provide assistance and guidance in the development of theresearch projects. -, 

Prior to funding of each research project, a proposed
schedule of activities including, targets for evaluation 
purposes and a description of research applications were to 
be prepared. A system for administering the research 
projects was also to'" be developed which would include' 

.ectablishing 
 report procedures and a 'provision for annual
 
reviews,' 
' 

4 Since,'inception of, the contract, the University of Idaho
 
approved" research' proposals 'prepared' by GOP research
 
institutions 'for 'A.I.D.'-finanbing. had
4USAID/Pakistan.


earmarked' t2 million'''for' various GOP research institutions 
 "' 



i'_,i 

* 


...
 

'''"''''' 

as of March 31, 1988. A review of files at' the University's 
.offices, in' Lahore showed that management or monitorship of________
A7.I -.D-.-= 1~~n~ehdiTT~~ e e~-n a cs r For mpi

separate files were not being maintained for -ach
 
A,I.D.-financed research effort. In'. addition, targets for
 

;3cvaluation purposes were'' not prepared, Also, there was
 
little evidence of periodic reporting by the research
 
institutions. It would be difficult to readily access the 
status of an individual A.I.D.-financed research project.
 

Subproject Management Offices - The Associates in Rural
 
Development, Inc. (ARD) contract called for the contractor
 
to provide technical assistance to subproject management

offices under the Command Water Management component of the
 
ISM project. The subproject management offices lo -ated
 
throughout Pakistan were principally established to provide
 
assistance to Water Users Associations in on-farm water
 
management activites...
 

ARD whose work began in late 1986 had difficulties in
 
obtaining the cooperation of various provincial line
 
agencies in the development of the subproject management
 
offices. Line agencies have not provided the staff
 
necessary for the subproject management offices (SMO) nor
 
the staff to assist in SMO areas. According to a World Bank
 
memorandum dated July 22, 1987, non-civil work activities
 
have not received from the line agencies, the same emphasis
 
as civil works activities, that is, the rehabilitation of
 
on-farm watercourses. As a result, ARD contract team
 
members were not given sui.table counterparts. Of the five
 
ARD professional field staff, only the Water Management

Specialist has had an effective counterpart since the
 
inception of the project,
 

The value of the technical assistance provided by

contractors was questionable because of the Punjab PID's
 
lack of acceptance for the new canal design and the fact
 
that the operation and maintenance manuals have not been
 
finalized. in addition, efforts to improve Pakistan's water

resources' research and to improve on-farm water management 
were in question. . 

The technical assistance provided to. the ISM' project by

USAID/Pakistan had not been completely effective.
 
PRC/Checchi produced hydraulic design criteria' and operation.

and, maintenance manuals which received a mixed reception:,


f rm" the PI~s'" The 'University of Itdaho' had ,not properly
managed the A.I.D.-financed reaearch activities 'to 'ensure J.*-. 
that the researchperformed was effective, Also, the MW 
contract team was working withou counterparts thusnegating 

'' 

the value' of technical> assist 'nce 'provided. " ' 

_' -'F7' 
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Management Comments
 

The USAID monagement concurred in the finding and
 
recommena ion. 

Office of ,n:pector General Comments 

Recornmendation No. 5 is considered resolved and will be
 
closed when USAID/Pakistan completes the corrective actions.
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4. ncreased Water Revenues Are 
 Needed To Ensure Coninu ed
 

Inreheaatrrevnes Are Needed-To Ensure
thatthenflldcst . 
o____peration and maintenance'-u nohrcvnnbercvrd n 

Aeqcovenan toua rehewofctaoageen reqirtenat eunch

povincue tait reentstog charges inaordernt
water ocnuer 

coverniresingupernta ofetrge eot ot 'oeiniand
 
ineae ofthe rigeyatio bestem Gncrsetwate
 
cargsa was nededn toensureate 'the fulle'' costsof'
 
oproand maintenance toanreoveed.ganobtheenrcvenunt
bein 

reurda nulrve and maintenance fugt
foperationoesuetaeeunds
 
wr maigexpenditures caswe costrignficany
ubetr ot 

iencreasedin tevelas fiv yearlecause the Gosterento'eoy

Pbjekiaes unrviswill o increaseeo thefaer'
cs.
 
ThrfteGovernment inresedo sbsdes foroperationn

admaintenance leading increased,
tsa ac ofp betweeundrevnue
 
lad expetre. Thie'novnces and noteadeqately irigawed
operasttio, anaeance udgs to
rensureithat-revenuesb
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align the budgets with realistic operation and
 
maintenance costs 
 as suggested byth techntial' 
assistance contractor.,
 

r4 ' Discussion 

4'

[.The 
 'project, 'agreement dated June 5, 1983" cont'ain'eCQ a"
4 ~ oenn that, prescribed,4 that the ,granteeb1~. &hl~h~ 4e eah"' 


province periodically increase water,,charges.-to 'cover an
 
4

4 
t~~4 ~" Increasing percentage of' the operation and maintenance4 cost;,:i 

: '18, -4 
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~of its irrigation facilities. Incr, ased water charges were,
 
needed so that the full coslc of such op,
 

A~~~7 maintenance will be~recovered by the foll.owfing date:.f
 

Sind 	 July 1, 1988
 
Punjab July 1, 1990
 
NWFP July 1, 1991
 
Baluchistan July 1, 1992
 

Another project agreemnt covenant called for annual reviews~~
o6foperation and maintenance fund levels by the provinces.
 

Water, revenues have not significantly increased in the last
 
five years. The World Bank in their Staff Appraisal Report

dated' March. V8 1988 on the Second Irrigation-Systems

Rehabilitation Project stated that even though recoveries
from water charges have :increased about ,5percent annually

during the- last five years, water charge revenues as a
 
percentage of operation -and maintenance allocations have.
 
gone down from 53 percent in FY 1983 to about 38-percent in
 
FY 1987.
 

The revenue-expenditure gap of the Pakistan 
 -irrigation
 

system was increasing. The subsidies cn irrigation water
 
have gone up from $33 million -in1980-81 to W6 million in
 
1985-86. Excessive financial shortages resulting from under
 
assessment and reporting of water charges and very 'low water

7 charges are the two major reasons for this growing gap., 

Water charges were a-sensitive issue in Pakistan. Sind PID
 
project personnel stated that- it was not feasible to raise~
 
water 	charges to the farmers at the current time. 


- --	 -haveThe provinces not been adequately reviewing -their
 

operation and maintenance fund budgets, to ensure that~'-
revenues were expenditures. to-matching 	 .According 


-~- -PRC/Checchi 'while maintenance budgets in use-in
 
Pakistan for almost 50 years, they require updating to keep,
 
pace with the escalation of construction costs and modern
 

-were 


operation and maintenance PRC/Checch. --. 

reconmended that maintenance budgets be developed 'in,order 
-practices. 


--. > 

- to secure the funds necessary to properly operate-----d

mainta-n the rehabilitated canal systems. 	 ~ 

PRC/Checchi estimated, that. the. Punjab's 'PID prto n
 
j 	 maintenance budgets should, be doubled by -the Governmentand 

-akistan by. FY 1993.; TheV.VPRC/Checchi,.-etimated mainten~ance 
btdgets ~were, turned'down 'by 'the,, Punjab .PIb-because t)he
maintenance >funds.,eeded old~pseaproblemdue~ tolite 
Linancial resources. No 'further':action'wa taken -in respect V 

.- V7.~to ithe revised maintenance ~budgets . 
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A Pakistani researcher in ~a report dated March 1988 stated' 
that pbrovincial gvernments have very 'few wa'ys to raises ' 
revenues; _I'n--~diE-1 oth7r n water charges' would be-'ove
of the most promising alternatives for generating funds 
required for, efficient operation and maintenance of the 
irrigation system.
 

Very low water charges in Pakistan has restrained the 

irrigation system from generating funds for efficient
 

~.. systems have deteriorated because of deferred operations and..
 

maintenance. Substantial investments are being made to
 
offset the deteriorated conditions caused by' the deferred
 
original capability. However, these efforts will not yield

expected benefits if the irrigation. systems are not
 
maintained. The provinces in neglecting the project's cost.
 
recovery objective will be. dependent on the Government to
 
meet any shortages in future operation and maintenance
 
funds. As before, lack of such funds will lead to deferred
 
maintenance and deteriorating irrigation infrastructures and
 
A.I.D. funds for rehabilitation will be wasted.
 

In summary, the increasing gap between revenues and
 
expenditures in respect to the operation and maintenan-e of'
the irrigation systems will continue unless revenues
generated from water users are substantially increased. In
addition, using unrealistic methods of estimating operation

and maintenance costs will not provide the Provincial
 
Irrigation Departments 'with sufficient' argument to
 
substantiate budget allocations for operation and
 
maintenance. Lack of sufficient O&M funds will lead to...
deferred maintenance, Deferred maintenance will return the.
 
irrigation system to its deteriorated condition existent at
 
the beginning of the ISM project.
 

Management Comments
 

The USAID management concurred in the finding and
 
recommendation.
 

Office of Inspector General Comments
 

Recommendation. No... 6 is considered resolved and' will be
 
closed when -USAID/Pakistan completes the corrective actions, 
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-5-h-Pr-ject-Has.--Not Developed-,-An -Adeuate---Moni-oig 
And Evaluation System. 

The Irrigation Systems Management project paper required
that a project evaluation program be established. The 
program was to collect and evaluate data to determine the 
sustainability of the irrigation canal and drain
 
rehabilitation program and the requirements for continued
 
maintenance. In addition, the project paper amendment
 
required that production impact data be collected and
 
evaluated from project areas to determine the project's
 
success. Neither the Government of Pakistan nor an
 
A.I.D.-financed contractor were able to establish an
 
effective monitoring and evaluation system because of an
 
inadequate data collection and monitoring system and the
 
lack of trained personnel. Without an effective evaluation
 
program, it will be difficult to judge overall impact of the
 
project. 

Recommendation No. 7
 

We recommend that USAID/Pakistan develop a plan with the
 
Government of Pakistan to use technical assistance to
 
develop a project evaluation system, including the provision
 
of adequate staffing, which would allow for the collection
 
and evaluation of data as prescribed by the project paper
 
and its amendment.
 

Discussion
 

The project paper dated January 9, 1983 stipulated that a
 
variety of project data would be generated. Data was to be 
collected by the Alluvial Channel Observation Project 
(ACOP), an independent research and evaluation unit of the 
Water and Power Development Authority (WAPDA). The data 
collected would allow for a before and after comparison on 
the sustainability of the rehabilitation program. In 
addition, the Watercourse Monitoring and Evaluation Cell 
(WMEC), another independent research and evaluation unit of 
WAPDA would collect data on watercourse flows, cropping 
patterns, yields and farmer income.
 

*The project paper amendment dated January 5, 1985 prescribed 
'that Command' Water Management, subproject management (SMO)' 
offices would be responsible for baseline and subsequent 

: data gathering. Monitoring would take place in three main 
areas: (a) institutional development,- (b) management, and
physical improvements; and, (c) improvements in "agiutrl 
production and farm incomes.grulr1' I 
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-The--Government 
collect and 

--o f---Pakisan-wa 
evaluate data 

s-unable- to-'develop--a-system--to-----:----!<i, 
in order to monitor project 

activities and to determine project impact.
technical assistance contractor who was tasked 

In addition, 
to assist 

a 
in 

setting up ongoing monitoring and evaluation systems at 
seven Command Water Management subproject offices was unable 
to do so. 

The Alluvial Channel Observation Project (ACOP) was tasked 
by USAID/Pakistan to develop data on the sustainability of 
the rehabilitation program, on a before and after comparison 
basis. The data developed by ACOP proved questionable. 
ACOP stated that the data developed was defective due to the 
timing of their analysis and the method by which the 
rehabilitation program was performed. In the implementation 
of the rehabilitation program the PIDs rehabilitated canal 
sections rather than a complete system, impeding the 
evaluation process. 

Under the Command Water Management component of the ISM 
project, seven subproject management offices (SMO) were to 
be established in subproject areas. Within each SMO, a 
Project Monitoring 
established. The 

and 
PME 

Evaluation (PME) unit was to be 
units were responsible for gathering 

baseline and subsequent data gathering. Monitoring would 
include areas such as institutional development, management
and physical improvements and improvements in agricultural 
production and farm incomes. 

As reported by the contractor, Associates in Rural 
Development (ARD) Inc., difficulties have been encountered 
in the implementation of the Monitoring and Evaluation 
program due to the non-existence of the PME units for all 
practical purposes. Through January 31, 1988, the 
Government of Pakistan had not approved the recruitment of 
the additional SMO staff requested. According to ARD 
personnel, monitoring and evaluation was being viewed as a 
mechanism for judging and criticizing performance rather 
than as a means for obtaining information for refinement of 
the project's improvement program. 

The Watercourse Monitoring and Evaluation Cell (WMEC) had 
performed research on canals rehabilitated by the World 

*- :i 
Bank. 
WMEC 

To date, three evaluation reports have been printed. 
was to produce a final report which would analyze the 

first three evaluations and develop conclusions. Part of 
these conclusions would reflect on the impact the prbject 
had on 
Lahore 

farmers' income. WMEC 
stated that there were no 

personnel interviewed in 
plans for producing a final 

report 
funding 

without further funding. 
for WMEC thru June 30, 1987. 

World 
Since 

Bank, provided 
that date, World 
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questooable whether or not the final rep1oill be 
produced by WHEC.wi 

The ISM project monitoring and evaluation program had not
 
progressed as planned. Little evaluation data exists on the
 
sustainability of the canal and drain rehabilitation program
 
and the project's impact on agricultural production and

farmers income. Unless USAID/Pakistan, in conjunction with 
the GOP, takes effective measures to remedy the situation,
 
the ISM project will terminate with little information on
 
the sustainability of the rehabilitation program or the
 
project's impact on the project beneficiaries, rural farre.-s.
 

Management Comments 
 K 

The USAID management concurred in the finding and
 
recommendation.
 

3, Office of Inspector General Comments
 

Recommendation No. 7 is considered resolved and will be
 
closed when USAID/Pakistan completes the corrective actions.
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TeIrgtoSytmMaaeetpoetpaper outlined a :'
 
triigpa nwic 9 atcpnswere-to receive long'
i!!::iand" short-term training-in the United-States.-by ":1989. .
 
A.I.D Hadok3rqie 	 hat project .implementatin.plans,:..
peioicll 	 4at
be udt 	 or a m:henever
minimum 

significant delays occur. A.I.D.: Handbook 1i0 /and USAID
Mission odr PAK-17-7, required that .USAiD/Pakistan
 

participants.maintain follow-up activities and evaluation of returned
The project h Bwasrogram
training behind 

'
schedule because, the: Government of Pakistan was very.sowi
 

~~nominating participants, and
the nominations through the once nominated slow in :clearing.!)-i:i
Government. USAiD/Pakistan was
 
not following-up on returned participants e tuse aformal 
 4r
 

USAID/Pakistan does "not know if the remaining projec t,
training funds can be effectively used before the project
 
terinates 3ht 	 utilizing their training.
Hok pareqirpants are 


Recommendation No. 8ora 	 mnmu, hnee
 

We recommend that USAID/Pakistan:
 

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

~~~~project implementation; ":-..
 
theb. 	in conjunction with the Government of Pakistan
 

S /Previewthe levels of available training funds to
,: determine will 	 project
if they be effecively used by the 

terminatermination of the project;ants.reutlizigthertra
 

c. 	 reprogram or deobligate any unneeded tralni to
 
funds; and c
 

.d :establish :a folo-p yse fr eure
 
'rparticipants .... o "- r t~ e i
 

piscus
ion
Thj IurigaSystems wManagemenwt Gproject ofpe P and
 
Janaryeninern9,ei 1l983. folowapgsstenfo
esablisw wa 	 aai pnanbhad whitchoretearneaddso4tter
training 30
 
padcipantseto rec iveylong andl bhorterm i then
ffec ue 


thUn ited riiostat es pjeen The training
be ect;1983-189.

Dist1cu7si ion.
adireprctmedtowrd ogdtob dgae a training in irriga
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________A.ID. Handbook 10 and A.I.D. Policy Determination No. 8 ______ 

prvdsp iepoeue and guidance on
participant training. For example, A.I.D. policy is to 
support participant training as needed to ensure the 
effective implementation and institutionalization of A.I.D. 
supported projects. A.I.D. Handbook 3 requires that: (1)
the project include detailed implementation plans for 
achieving project objectives, and (2) project implementation 
plans be updated periodically or, at a minimum, whenever 
significant delays occur. 

A.I.D. Handbook 10, Participant Training, Chapter 10,
 
Section 2B10 and USAID/Pakistan Mission Order PAK-17-7 dated
 
August 10, 1987, required that the mission maintain
 
follow-up activities and evaluation of returned participants
 
to ensure they return to work in positions where their
 
training is utilized effectively.
 

The training program for the Irrigation Systems Management
 
project had not progressed as originally planned. The
 
training program was behind schedule. In addition,
 
USAID/Pakistan did not have a follow-up system in place to
 
ensure that the training received was effective and properly'
 
used,
 

Training Delays - Of the 72 participants programmed for
 
longtermtraining during 1984-87, only 29 were actually


sent for training. During the first three years of the
 
program, FY 1983 through FY 1985, only 17 participants were
 
processed for training,
 

Interviews with GOP personnel indicated that there was a 
lack of interest in long-term training as this would require 
an extensive stay outside of Pakistan. In addition, the 
processing of nominations was delayed because of the lengthy
clearance process on the part of both the central and 
respective provincia governments.
 

As of March 31, 1988, the project processed 247 out of the 
390 participants scheduled for training in the United 
States. The Government of Pakistan has accelerated the 
training program as shown by the processing of 179 
participants in 1987-1988. Even with this acceleration, it 
may be difficult for the project to train the partiipants
in time to utilize their skills before th completion of the 
training plan in 1989. Therefore, we believe SAID/Pakistan
should revise its training plan for the remaining project
life to. determine if the project training funds remaining
uncommitted ($l.6 million) can be effectively used before 
project termination. Based on this plan,. USAXD/Pakistan

should reprogram or deobligate any unneeded training funds.
 

)2
 



Training FollO -SDLPaian_.,_had__iittl-i nfortion
on the activities of the participants who were trained underthe Irrigation Systems Management project after they

returned from training. This information was not available

because USAID/Pakistan had not installed a formal 
 system to
follow-up on the participants, Therefore, USAID/Pakistan

was not in a position to know if the participants were
utilizing their training for development activities which is
 
a primary objective of A.I.D.'s participant training program.
 

Also, USAID/Pakistan was not in a position (1) to assess the

effectiveness of the training in meeting 
 project objectivest

and (2) to assist returned participants in reinforcing,

extending, and transmitting to others the technical

managerial knowledge acquired during their 

and
 
training which
 

are both objectives of a participant training follow-up

system according to Handbook 10.
 

Audit results showed that the effectiveness of some project
training was questionable, that a follow-up system 
was
 
needed to determine the extent 
 of the effectiveness or
 
ineffectiveness of the training, and to determine what
assistance was necessary to better 
 use the training on
 
project activities. For example, a short term, six week
 course in irrigation procedures was offered at the
 
University of Utah. Two of the participants who took the

training told us that much of 
 the material was irrelevant.
 
According to the participants, the course dwelled too much
 
on trickle irrigation rather than on flow/surface irrigation
needed by irrigation engineers in Pakistan. In addition,
the balance of the course was considered to be too general
and rather basic by the participants. 

Also, various USAID/Pakistan cont:actors cited cases where

training was provided to participants which was not
considered appropriate to project needs. For example, two
 
master degrees slots in agricultural irrigation engineering

were switched 
 by the GOP to two slots in research 
management. This was done despite the 
 fact that the

University of Idaho deemed the research management training
 
inappropriate because irrigation researchers under their
respective programs do not need to receive training in this
type of administration.
 

4 Implementation of the Irrigation Systems Management training
 
program was slow. The training
designed. to be completed by 1989, but programdid was originally
not start to. .any~.
 
appreciable extent until 1987. There was 
 some, question,~

whether the uncommitted training funds of $1.6 million can
be used effectively *by the completion of the training
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program in FY 1989. By lot followinq-up on returned
 
participants, USADD/Pakistan did rot know if the training to 
date was effective and what th " training assistance wa.; 
necessary to improve the work Derformance of participants
who were inoffect ively trainod fot their positions. 

Management Comments
 

The USAID minaqmont concurred in the finding and
 
recomme? (ation.
 

Office of Inspector General Comments
 

Recommendatin No. 8 is consiureo resolved and will be 
cl..s,,j w,,n USAID/Pakispan completes the corrective actions. 
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B. Compliance and Internal Control
 

Compliance
 

USAID/Pakistan should ensure adherence to project agreement

and contract provisions and A.I.D. Handbooks. Findings 3,

4 and 5 illustrate the need for the Government of Pakistan
 
to comply with project agreement provisions on counterparts,

evaluation, and wmier charges. Finding 
 3 shows that
 
USAID/Pakistan needs to have a contractor comply with
 
contract provisions. Findings 1 and 6 indicate a need for
 
USAID/Pakistan to compl' with Handbook 
 19 on Fixed Amount
 
Reimbursement procedures, with Handbook 3 on project


* 
 targets, and with Handbook 10 on training. The audit review
 
of compliar ce was 
 limited to the findings presented in this
 
report.
 

Internal Controls
 

The audit showed that internal controls needed improvement.

Finding 1 discusses the need for better controls over the
 
use of the Fixed Amount Reimbursement method. Finding 3
 

-.
 ,4deals with 
 ways to improve oversight of contract
 
provisions. Finding 5 discusses the need to establish a

project monitoring and evaluation system. Finding 6 focuses
 
on the need to improve the follow-up on participant

training. 
 The audit review of internal controls was limited
 
to the findings presented in this report.
 

.. 
 . . . .... ; i :: . . 44.i4 
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:i;!:,: . 31, :i: 1988, the i r riga tion Systems : Management project: ihad : iexpended about t44.7 million. The controllerhad an accrual 

{/ on the books for about t12.4 : millioni of-which about 07.!5
 
:: mil-lion was ... system for the:
}related to the FAR disbursement 

1 'irrigation subprojects. Appendix 4 of the Controller's:i:
S . Guidebook stated that FAR expendtures wereto eaccrued 

ii : based on supervisory engineer reports. The accual ma b 
:. i" developed on the .basis of completed units or percentages of! }i 
:: iwork completed. The auditors were: informed'> by the .projectii: :< 
!./<; accountant, which was confirmed by the project officer;,i that: }!;

~~the quarterly accruals for: the irrigation: subprojects were ,i~~!; 
::/" " ,determined! thr:ough the. respective engineers': reviews of thei< :r , 

•completed, work and supported by1 trip andprges eot. 
• However, from the -trip and progress reports/;made available,:.;i;-}iii 
~~none spec if ical1ly stated, a pe r centagje of coipletedi: work.i : A i !-!i 

USIDPaisa ha7 no fomal doumntd wih h
;.:. review of four. subprojects :covering riscal yearsi 1985! -i ,!Govrnen 

......
~~showed

~777 h 
ofPki

98
that
.funds,7 

tn 

w t
the 

accrued
accruals 

nte 

iexpenditu res
hadi been ' on 

gee seo hecllce

!of $2:.7, :, m1il in i!ii ~i
record-from nine : to:,: ; 

~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ ~ 

.: 
•.over 
i .from 

24 months. 
$17,900 to 

Accruals frindividual 
as high as $837,000 

The subprojects 'range 
per subproject. i ..... 

seodqetonrltstA771'embreet, 7 

C.. OthinPrncent Matersn of maeil7ot ascatd 

~of the accrued :expenditures and .in turn questions: ;the 
Controller's current estimation of th rjc!ieie
 

a ... 7.7 7.7. .7 9 72 

2. Questions. Exist •On Costs Recovered. From FresO 

: :.;-Watercourse .Improvements,.-

Une Atce 5 Section 5.8 of the project grant iagreement i:>iiiii 
entitled "Provincia Cost .Recovery. Program", eah rvic 

was required :to. recover the cost o£materials flor ,itheilof 

renovation of watercourses and other fEarmn works from farmers/ 

:i i at varying rates : of: recovery. : Two. questions xi~t. iTh'e 
$'": r first r~question reflects ,.on need to reco e ithatthe ...... 

' r arei A.I:.D. =grant-;financed; . Justification for th cost 
.iiii. : r:ecovery, appears : to ibe quest ionable. <In addiin ico8ss 

u n d s::">>:.,airei!recov er edl for, what -purpose !a re i the i f tob usd 



I 

5," J - : .. 

the rehabilitation of watercourses. A the same time 

f rme-rfeT pagyi-25gpercent o mater al costs,

In effect, the GOP was collecting between 115 to 120 percent

of the material costs.
 

3. Clearance Of A Grant Condition 
 Precedent Was
 
Questionable.
 

Article 4, Section 4.5A, (2) (a) and (b) of the project

grant agreement required the Government of Pakistan to
 
provide sufficient staffing to subproject management offices
 
(SMO). The SMO was established to implement the Command

Water Management program (CWM) of the ISM project. The
 
condition precedent had to be fulfilled prior to A.I.D.
 
disbursement for civil works under the CWM program. The
 
condition precedent was cleared by the USAID/Pakistan in
 
1986 after the GOP provided documentation showing positions

at the SMOs would be filled. To date, SMOs are still not
 
sufficiently btaffed. Despite this, USAID/Pakistan had

disbursed over $570 thousand for civil works under the CWM
 
program.
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LOC: 513-514 508
 
VZP VZCZCGPO7 
 30 AU', 88 1225
RR RrJFHGP 
 CN: 59,9B
DF RUEHIL g8e92 2431239 
 CHRG: AID
ZNR UUUUU ZZH 
 DIST: AID
 
R 301143Z AUo 98
 
FM A~t>BA3SV ISLAMABAD 
TO A'1EiBASSY SINGAPORE 0952 
BT
 
UNCLAS ISLA"Ab.kD 19132 

AD'I .1D) 

FOR F ?INAIT , RI/I/S FROJM J. NORPIS, DIRECTOR 

E.Z. 1235 N/A
SUBJECT: 'O'-<,TS ON DvAFT AUDIT RFPORT OF THE 
- IpRI .'ATlONS!STE.S 'IANAGEMENT 
- P?,OJpC IN .T.ALISTIAN 

RE?: SIN;AP(cK ??75 

'I. TRE -iISSION ,AS PLYASID wITH ThE PROFESS2ONAL AND 
CONSTRU'TIV I N dlIH THEK 1MANN AUDIT WAS CONDU'JTFD 
AND THE fON: DF 1HE. D.-AFT REPORT APPROPRIATFLY REFLECTS
THIS APihOACH. 4E EK'LIFVE THE AUDIT WILL E A USEFUL 
TOOL IN I'mOVIN; PRJECT "ANAGFMNT IN BOTH THE
MISSION AND Tr." IP, ,,NTING AIFCIFS OF TEF OOVERNI'NT 

2. I._ D,- N,00 1V ANY SIECIFIC DETAILEFD COM MEt' S ON
TH. 7 .d T . D AFr PEP ,T . ' ,E CONOUR I4 
Rt, O"M-D,'TIO', S %OS. 1,.,4, , ,,7 AND n AND HAVF kL ADY
 

AC ,A?I' ReFFP'..;& TO MOST 0;' TCSF

RICO' -",,DAT..O ,S . F r -LI,VE THAT ACTIONS OILL F 
SUFFICIEN!LY, .ji rC ., TO CLC,SE MOST OF TH' 
R '7 'M.NDA-IONS ,IITHIN 3,1 DAYS AFTEP T;. ISSUAN2E OF 
TH. FO.lYAL tU1I: R P;;P, . 

3. r D , NO' CO' U IN i :,CO'IFNDA TION NO. 2 AND 
R.U.ST. : -w. D'l"A'D " OHE FORMAL AUDIT REPORT 
?ASED O','!" F )Ll,OsI':: 

ALTr7OU.7; S E;-'AL PEL.'i I J LY '1IN2R COST PRt;'ISIONS HAVE 
8F-N RYQUIRED IN THE FAX, WITH THE EXCEPTION OF ONE
 
INSTANCE, ALL MOPIFICATIONS CONSISTFD OF UPDATES OF

tOST ESTImATFS NYCESSITATED BY LENGTHY DELAYS BETWEEN 
THE ISSUANCE GY THE EARMARKING PIL AND THE CO"IMENCEMENT 
OF CONSTRUCTION. IN EACH CASE, THE PIL WAS RYVISED 
LAEFOPF CONS?':'l"TION i;FOAN. FROM THE PROJECT 
IMPLEMFNTATION FOINT OF VIEW, THY FAR IS THE SIMPLST,
FASTFST AJD ,),T S'RAIGHrT-FORWARD FUNDING MECHANISM 
AVAILABLE TO THE MISSION FOR THE BULK OF ISM-TYPE 
REHABILITATION '4ORt. 3 1 /i) 2 
THE ORIGINAL PROJECT PAPER WAS APPROVED AND AUTHORIZED RIG/A/s 
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BT THE AID DEPUTY ADMINISTRATOP IN AID/V, A PROCEDURE
 
wHICH EYPRESSLT 
INCLUDED THE GC.NERAL COUNSEL'S REVIEW

AND CLEARANCE, (PA;,E 
4 OF PROJECT AUTHORAZATION). THE
ORIGINAL PP AT 
PAE 29 AND AGAIN AT PAGES 90 THROUGH 92
ADD'ESSEP TliE POINT OF APPROPRIATENESS OF CERTAIN
 
ASPECTS OF T !E ACTIVITY (CANAL AND jRAINSRF!ABILITATION) FCR FAR TREATMENT, 
 ND IN DOING SO
 
CONSID)RED THE VAhIOUJS 
ADVANTAGES INVOLVED IN ISSUING
TH!S ECEANISM. 'H,, DETERMINATION AS TO WHETHER FARSH9ULD bF USED IS NOT 	JUST A LEGAL ONE, RATHER, IT
 
PREDaMINNTlr D,:pENDS 
UPON EXISTENCE OF A SET OFCIRCUMSTANCES AT Hi 
 TI1E OF PROJFCT AUTHORIZATION
WHICH THI ":' A FOLIC! D)TERM!N; 'ION ON THE PAR, O' ANAUTHHRIZED ',>iICIAL TO US' FAR 

',
OqE URES., IN THE IS1

INSF ANcY, Tti K PT' DDh.:SED iHAP IT SW A" THE
AD 'A'4TA TO0 ::i.USE FYAR, SING POLCi ES AND
FACTOItS CONS ! TI.-,N7 'iTH THOSE SYT FORTH IN AID HB 3,
APP. J. H!% , -PPhOP, IA.-NESS" GE R WAS CONS IDYRFD'IN TY II IN 72, EI RET IN- ANC K AND LGAL CLEARANCe AT
TH.7HIN '. O EE ,NRfAL COON SFL',S C AS0. 
 O'FI.E 


(K AT ,C .SS. 
 C F UE hY'LT TH% MI>SION D013? AGP.YE I' 'N- D " } *Ui: T~it.h EVIEK f;fTHE FAR
 
,ANI Si A', IITS AFPHC.PF.ATK'N SS TO I SM.
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Recommendation No. 1
 

We recommend that USAID/Pakistan:
 

a. 	reach agreement with the Punjab Provincial
 
Irrigation Department on the use of the new canal
 
design to execite the completion of the canal
 
rehani] itai ion proram, and 

b. 	 require the Provinclal Irrigation Departments to 
orovide qui-Iified staff for their design offices. 

Recommendatin No. ° 

We recommend that USAID/Pakistan seek the ass;istance of the 
Agency's General Counsel to detetmine if the use of the 
Fixed Amount Reimbursement procedures are appropriate for 
the type work performed under the rehabilitation program. 

Recommendation No. 3
 

We recommend that USAID/Pakistan define specific targets for 
the Phase ii rehabilitation program. 

Recommendation No. 4 

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

Recommendar ion No. 

We recommend that USAID/Pakistan: 

a. 	establish with Provincial Irrigation Departments a 
time table for the implemontation of the operation 
and maintenane:' manuals; 

b. 	requi rr' t:hr' Uni'Jr'r i ty of Td:1hr to e';tabl ish 
indicators for 'vdlu, ion of A. .,.-financed 
research acivt Vin i ; o,fl, ,stab]i h a sy tm for 
administer i ng the A.I . D.-financed research 
projects including report ing procedures; and 
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c. 	establish with the Provincial Irrigation
 
Departments a time schedule for the provision of
 
counterparLt for the Associates in Rural
 
Development, Inc. contract.
 

Recommendation No. 6
 

We recommend chat nSAID/Pakistan:
 

a. 	develrp a plan wit the Provincial Irrigation 
Departments anj , concernd ofMer Government 
Pakistan ," i.ci fulfil: the project covenant 

-to make the o rat )n and ma:intnanc of irrigation 
systems elf-supportilng, Id 

b. 	 review with the Prnvincia] irrigation Departments 
their onera-tion ond maintenance budgets in order to 
align the nudgets with realistic operation and 
maintenance costs as suggested by the technical
 
assistance contractor.
 

Recommendation No. 7
 

We recommend that USAID/Pakistan develop a plan with the 
Governm.nt of Pakistan to use technical assistance to 

a r....ct evaluation system, including the provision 
of adeqjate s -ffing, which. wnuld allow for the collection 
and eva Ii;ftion of data as prescribed by the proje7t paper 
and is 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 imnler ,ennation; 

b. 	 in conjunct ion with the Government of Pakistan 
review the leov, of availa:le training funds to 
determine if they will be effectively used by the 
termination of the project; 

http:Governm.nt
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c. reprogram 
funds; and 

or deobligate any unneeded training 

d. establish a 
part icipants. 

follow-up system for returned 
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Report Distribution
 

No. of Copies
 

Mission Director, USAID/Pakistan 5
 
Assistant Administrator, Bureau for Asia
 

and Near East (AA/ANE) I
 
Office of South Asian Affairs (ANE/SA) 1
 
Audit Liaison Office (ANE/DP/F) 1
 
Assistant Administrator, Bureau for
 

External Affairs (XA) 2
 
Office of Press Relations (XA/PR) 1
 
Office of Legislative Affairs (LEG) 1
 
Office of General Counsel (GC) 1
 
Assistant to the Administrator for
 

Management (AA/M) 2
 
Office of Financial Management (M/FM/ASD) 2
 
Office of Agriculture (S&T/AGR) 1
 
Center for Development Information and
 

Evaluation (PPC/CDIE) 3 
Inspector General 1
 
Deputy Inspector General 1
 
Office of Policy, Plans and Oversight (IG/PPO) 2
 
Office of Programs and Systems Audit (IG/PSA) 1
 
Office of Legal Counsel (IG/LC) 1
 
Executive Management Staff (IG/ADM) 12
 
Assistant Inspector General for
 

Investigations and Inspections (AIG/I) 1
 
Regional Inspector General for
 

Investigations/Singapore (RIG/I/S) I
 
RIG/A/Cairo 1
 
RIG/A/Dakar 1
 
RIG/A/Manila 1
 
RIG/A/Nairobi 1
 
RIG/A/Tegucigalpa 1
 

RIG/A/Washington 1j 
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