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EE (%) 100.0 10.6 8.4 80.8 0.3
fEE (m) 7174.70 3350.00 440.80 | 3184.90 199.00
TASHKENT
FE (%) 100.0 46.7 6.1 44.4 2.8
EE (m) 4173.95 3289.50 424.35 281.00 179.10
SIRDARYA
FHE (%) 100.0 78.8 10.2 6.7 43

HiFT : Information on irrigation network in 2009
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HiFT : Information on irrigation network in 2009

K3I—9 TVa—LKEBROBEEMEEIDER (BN : sum) DL

PAX: 7Y 2a—AEPLRIGETORES (cm) H40 H60 HS0 H100
S5cm DR ZMET 2 BE OO E (cm’) 2,500 3,750 5,000 6,250
% H 5,279 7,784 10,288 12,79
1 | Fueyey FTHIELETE
(f5%0 (48)
2 H 11,000 16,500 22,000 27,500
2 | SANIIRI 23BA%E L= J5:
(€10 (100)
2R (BB 8,500 12750 17000 21250
(B 20,000 20,000 20,000 20,000
3 | T AT
#H GH 28,500 32,750 37,000 41,250
(F5 % - M ED (77)

CINTE L — b T 1$=1,750sum
HjFﬁ AR Z

INHOERPRTEIIIC, v PRI LI HIEX, WEKE (SANIRI LTV A
AR WCHEB L TESLUTOEHATHEH T, E¥LRSMECHEICLLILY, £
DHEE 2 WCA DA TX AAHEEICHOVWTRBE SN REALHR3I — 1012577,

R3—10 7Oz Y FHABEELEIZY 2a—LKEBOMETEHEEZOEREFEORKE

o WCA
HH A — -

N7y FA MU 7 NRANXFT vy
KFE AN (sum) ) 14,000 27,900 8,700
mifE  (ha) @) 1,277 1,000 2,595
FEEFRUA (sum) @=0OX® 17,879,400 27,900,000 22,579,980
7Y 2— LMEFRE (sum) ¢ @ 3,426,667 3,255,333 5,996,667
HWINAIZ 5D D EHEOEES (%) =D+ 19% 12% 27%

CEFLEIL T ) 2 — LK EILERE D 10% A mAERT 5 S E L CRE LB,
HjFﬁ AFEPHFE
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Training Text-2 : Improving Managerial and Administrative Skills (Module-2)
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Technical manual : Minor Repair for Flume Joint Water Leaking
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i PIE S A
1.1 Introduction - WCA Concept WCA
1.2 WCA organizational structure WCA
1. Essence and concept of
1. A 1 t EC,ACM Al
WCA development 3 WCA developmen C,AC, sabayev
1.4 Legal Issues of WCA Farmers
1.5 WCA Rights and Obligations WCA
2.1 Communication EC,AC,ES
2.2 Organization of a General Meeting of WCA EC,AC,M
2. Improving Managerial .
2. fl EC,AC,M Al
and Administrative Skills 3 Conflict management C,AC, sabayev
2.4 Rights and Obligations of WCA Manager EC,AC,M
2.5 Monitoring and Evaluation ES
3.1 WCA Budget preparation EC,AC, M, ES
12 Calculation of membership fees and tariffs for EC,AC.M,ES
' services of the WCA ,Farmers
3. WCAFi ial . . .
fnancia 33 The Use of Preferential Credits for WCA services ES, M, AC Madjidov O.
Management
34 Legistical Framework for WCA financial ES. M, AC
Management
3.5 WCA Accounting M, ES, EC
41 Introduction
) (Why we have to improve management?)
4.2 Technical Maintenance Procedures ES, M, WCA
43 Organlzatlon technical supervision and preparing ES. M, WCA
maintenance plan
4.4 Operation Procedures ES, M
4.5 Irrigation rate and Hydromodulus regionalization ES, M, WCA
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MINUTES OF MEETINGS BETWEEN
JAPAN INTERNATIONAL COOPERTATION AGENCY

AND

THE MINISTRY OF AGRICULTURE AND WATER RESOURCES OF
THE REPUBLIC OF UZBEKISTAN

THR JOINT Ml

ON
D-TERM REVIEW ON

THE PROJECT FOR WATER MANAGEMENT IMPROVEMENT IN
THE REPUBLIC OF UZBEKISTAN

Japan International Cooperation Agency (hereinafter referred to as “JICA”) and the
Ministry of Agriculture and Water Resources (hereinafter referred to as “MAWR”) have
jointly organized the Mid-term Review Team (hereinafter referred to as “the Team”) to
conduct the mid-term review on the Project for Water Management Improvement (hereinafter
referred to as “the Project”) in accordance with the Record of Discussions on the Project.

After the intensive study and analysis of the activities and achievements of the Project, the
Team prepared the Joint Mid-Term Review Report (hereinafter referred to as “the Report”),

and presented it to the both sides.

The both sides discussed the major issues pointed out in the Report and agreed the matters

attached hereto.

N & /ﬁ
-7 . ? ,////

Tashkent, 27 September, 2011

Mr. Yukihiko Ejirt

Chief Representative
Uzbckistan Office s
Japan International Cooperation Agency

PrOJect Dlrcctor Bl
Deputy Head of \‘E i
resources \1

Mr. Toru Takabashi
Chief Advisor
the Project for Water Management Improvement



1. The both sides received the Report presented by the Team and decided to take necessary

actions to each recommendation.

2. The both sides decided to monitor the actions taken by the Project Experts and the

Counterparts based on the recommendations given by the Team.

3. The Uzbekistan side agreed to announce the results of the review and recommendations in

the Report to the all authorities concerned for effective implementation of the Project.

Attachment: the Mid-term Review Report
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Tashkent, 27th September, 2011

Dr. Hideyuki Kanamori Mr. Burkhonjonov Birodarjon_

Team Leader (Japanese Team) Team Leader (Uzbek Team)

Japanese Mid-term Review Team Uzbek Mid-term Review Team

Senior Advisor Ministry of Agriculture and Water Resources
Japan International Cooperation Agency Republic of Uzbekistan

Japan
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1. Introduction

1.1. Objectives of the Mid-term Review

The objectives of the Mid Term Review are;

1} to find the degree of achievement based on the Project Design Matrix (hereinafter

2)
3)

4

referred to as “the PDM”) and Plan of Operation (hereinafter referred to as “PO™) as

shown in Annex-1 and Annex-2 respectively.

to evaluate comprehensively with five evaluation criteria,

to review the project framework and to make recommendation on necessary measure

for successful implementation, if necessary, and

to make recommendation regarding measures to be taken, if necessary, by Japan side

and Uzbekistan side for remaining project period.

1.2. Review Team Members

The team members and role of each member are summarized in Table 1.1. The Uzbekistan side

members will be assigned by commencement of the mid-term review.

Table 1.1: Main Roles of Members

Assignment Main roles Members
JICA Side Uzbekistan side

Team Leader | (1) Overall Supervision of the Evaluation Team Dr. Hideyuki | Mr. Burkhonjonov
(2) Technical Evaluation of the Project Kanamori Birodarjon, (Head
(3) Preparing recommendation for improving the | (Semior  Advisor, | of Section
Project Implementation JICA) Water Balance
(4) Reporting the result to the JCC together with Dept. of MAWR)
other members on behalf of the Evaluation Team

Operation & | (1) Suggestion of study procedures on the assigned | Dr. Hideyuki

Management | technical fields. Kanameori Dr. Poluasheva

of lrrigation | (2) Data collection including conduct of interviews | (Senior  Advisor, | Gavhar

Systems and focus group discussions with Project counterparts | JICA) (senior researcher,
(3} Consolidation and analysis of data collected from Laboratory of soil
Project counterparts and from field surveys on the studies and
assigned technical fields, leaching, SANIIRT)

{4) Conduct Examination of the Project achievements
and the implementation processes and  Evaluation of
the Project with five criteria from the technical
viewpoinis

(5) Suggestion of advices and lessons learned

{(6) Support other Evaluation Team members for the
preparation of the report to the JCC




Strengthening | (1) Suggestion of study procedures on the assigned | Mr. Hiromichi | Mr. Ergashev Ikrom
WUA technical fields. Kitada (researcher, Dept.
(2) Data collection including conduct of interviews | (Deputy Director, | of irrigation and
and focus group discussions with Project counterparts | Overseas Land | drainage  systems
(3) Consolidation and analysis of data collected from | Improvement operations,
Project counterparts and from field surveys on the | Cooperation Office, | SANIIRI)
assigned technical fields. Rural Development
(4) Conduct Examination of the Project achievements { Bureau, Ministry of
and the implementation processes and  Evaluation of | Agriculture,
the Project with five criteria from the technical | Forestry and
viewpoints Fisheries)
(5) Suggestion of advices and lessons learned
(6) Support other Evaluation Team members for the
preparation of the report to the JCC
Cooperation (1} Coordination of study activities for the Japanese | Mr. Jun Yamazaki
Planning side (Deputy  Director,
{2) Support of other Evaluation Team members for | Paddy Field Based
the preparation of the report to the JCC Faarming Area
Division 1, Rural
Development
Department, JICA)
Evaluation (1) Preparation of Evaluation Plan including | Mz Atau Kishinami
and Analysis | evaluation grid and survey instruments (Internatinal

{2) Data collection including conduct of interviews
and focus group discussions with Project counterparts

(3) Consolidation and analysis of data collected from
Project counterparts and from field surveys

(4) Evaluation of the result of the above activities
based on five criteria

{5) Preparation of drafti and final reports and
summary sheet

Development
Associates.Lid)

1.3. Schedule of the Mid-term Review

The Japanese team will work for the review in Uzbekistan from September 17, 2011 to September
28. In advance, only the member of evaluation analysis will be sent from September 7, 2011, and
will collect data and information. The draft of review work schedule is prepared as shown in Table
1.2

Table 1.2
Date Activity
=
It

! g 5 i sept.| 8| Th Courtt::sy call to MAWR,
5 E Interview to Project Experts
A e
) o
5 é = Sent ol Fr Interview to C/Ps at BISM. ISD (Tashkent Region), Interview at WCA., Visit Drip

9 . Irrigation site {Tashkent Region)




Sept. | 10 | Sat | Interview to C/Ps at MAWR{10:00)
Sept. | 11 | Sun | Move to Djizak region
Interview at BISM. ISD. WCA (Djizak region)
Sept. | 12| M Move to Tashkent
Sept. | 13 | Tue | Interview with experts,
Sept. | 14 | Wed | Interview at BISM, ISD., WCA (Syrdarya region)
Sept. | 15 | Thu | Interview at WCA {Syrdarya region)
Sept. | 16 | Fri | Additional survey
Sept. | 17| Sat ; Compilation of data and information
Sept. | 18 | Sun | Compilation of data and information, Discussion meeting at MAWR(10:00),
Sept. | 19 | Mon Joint mecnfg by Uz.beklstan team and Japanese team individually
Move to Djizak region
Survey at Djizak on BISM,ISD,WCA, irrigation facilities.
Sept. | 20} Tue Move to Tashkent
Sept. | 21 | Wed | Survey at Syrdarya region on BISM. ISD. WCA. imigation facilities
5 Sept. | 22 | Thu Su‘rve).r at Tashkent region on BISM. ISD, WCA. irrigation facilities, Drip
,E Irrigation
E Sept. | 23 | Fri | Meeting by Uzbckistan team and Japanese team individually
= Joint meeting by Uzbekistan team and Japanese team, Discussion on the Minutes
[ Sept. § 24 | Sat ]
of Meetings (MM)(14:00)
Sept. | 25| Sun
Meeting with SANIIR] and Swiss Development Cooporation
Sept. | 26 | Mon
Signing on the Joint Evaluation Report
Sept, | 27 | Tue | Reporting to the major JCC members

1.4. Methodology of the Mid-term Review

The review is conducted;

1) jointly by Japanese and Uzbekistan Members of the Review Team,

2) by collecting data and information through

e  examining documents prepared by the Project

* interviewing counterparts, government officials and beneficiary farmers,

e  observing the Project sites,

and then,

3) by assessing the degree of achievement of the Project Activities, and

4) by analyzing the overall achievement using five criteria (refer to Annex-3: Evaluation Grid).

N.B. Five Criteria are

Relevance




This is to question whether the outputs, Project purpose and overall goal are
still in keeping with the priority needs and concerns at the time of evaluation.

e Effectiveness
This concerns the extent to which the Project purpose has been achieved, in
relation to the outputs produced by the Project.

e Efficiency
This is the productivity of the implementation process. How efficiently the
various inputs were converted into outputs.

o Impact
This is changes, either intended and unintended, direct and indirect, positive
and negative, which were made as a result of the Project.

e  Sustainability
This is to question whether the Project benefits are likely to continue after the

external aid has come to an end.

=




2. Outline of the Project

2-1. Background of the Project

In Uzbekistan, most of the country’s extensive irrigation and drainage (1&D) infrastructure that was
developed in the 1960°s and 197(’s, has now nearly reached the end of their useful life. Deterioration
has accelerated since independence due to large transfers out of the agriculture sector and limited
allocation of national budget to operation, maintenance (O&M) and rehabilitation. Water users have
virtually little participation in managing 1&D systems. As a result, the O&M of 1&D system is not at
the sufficient standards. The consequences are excessive water losses, low irrigation efficiencies,
water logging and widespread soil salinization, and declining crop yields. The deterioration/losses of
the resource base for agricultural production are estimated to cost the country about $1.0 billion

annually in economic prices.

Recognizing needs for effective management of water resources, Water Users Associations (WUAs)
were established, and then they have been renamed as Water Consumers Associations (WCAs). The
WCA plays an important role of irrigation water management at on-farm level transferred from
former Shilkat farms. However, there are still many problems and constraints due to deterioration of
irrigation facilities, lacking capabilities of WCAs on water distribution and canal maintenance and

insufficient technical support system and others.

In order to improve the above deficient situations, the Government of Uzbekistan (GoU) submitted
requests of two assistance projects to the Government of Japan (GolJ) on July 2007, i.e. one technical
cooperation project and one grant aid project. The GoJ has, however, approved only the technical
cooperation project but the grant aid. The GoU has accepted sole implementation of the technical
cooperation project without the grant aid, and has signed the agreement titled “Record of
Discussions™ (R/D} on August 2009. The technical cooperation project has, then, been commenced
on November 2009. The tile of the project is the Project for Water Management Improvement
(hereinafter referred to as “the Project”). Details of these two assistance schemes, i.e. grant aid and

technical cooperation project, are described in Annex-1.

At about 10 months from the commencement, a Consultation mission was dispatched by JICA in
September 2010. During the mission, the progress of each activity was studied and Japanese and
Uzbekistan side discussed the measures to improve the Project. As a result, the both side recognized
the delay of activities, insufficient communication, and they also agreed to solve the problems within

the limitation of budget and priorities.
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Since the R/D suggests joint evaluation at the middle of the Project term, it has been determined to

conduct the mid-term review from September 7, 2011 to September 27, 2011.

2-2. Summary of the Project

Project Title
The Project for Water Management Improvement

Implementing Organization

Ministry of Agriculture and Water Resource

Project Duration

November 2009 —-May 2013 (3.5 years)

Target Area
- Tashkent Region (under Chirchik-Changaran BISM)
- Syrdarya Region (under Lower Syrdarya BISM)

- Djizak Region (under Lower Syrdarya BISM)

Target Group
Six pilot WCAs (Two from each region)

Overall Goal
Water management conducted by WUAs in Chirchik-Ohangaran BISM and Lower Syrdarya BISM

is improved.

Project Purpose
Water management conducted by pilot WUASs is improved.

Outputs
1. Training system for WUAs is strengthened.

2. Capacity of pilot WUA staff for water distribution is improved.

3. Capacity of pilot WUA staff for maintenance of irrigation and drainage systems is improved.
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3. Project Achievement
3-1 Achievement of Inputs
3-1-1, Japanese side

(1) Dispatch of Experts

A total of three long-term experts were dispatched as scheduled, in the field of ) chief
advisor/strengthening of WCAs, ii) maintenance and management of irrigation facilities, and iii)
coordination/planning of trainings. In addition, a total of four short-term experts were dispatched in
the field of i} facility maintenance, ii) database survey and iii) sector survey. The details are shown

in Annex-4.

(2) Local Cost
A total of 398,001USD was allotted as a local cost from the Japanese side by the end of June 2011 as

shown in Annex-5.

(3) Provision of Equipment and Machinery
The equipment and machinery were provided as planned. Main equipment and machinery include

three excavators, 12 damas (vehicle) and drip irrigation system as shown in Annex-6.

(4) Acceptance of Uzbek Counterpart Personnel for Training in Japan

So far, there were no counterpart personnel who had training courses in Japan.

3-1-2. Uzbekistan side

(1) Assignment of Counterpart Personnel

A total of seven counterpart personnel have been assigned (one from MAWR, three from BISM,
three from ISD). According to R/D, four C/Ps were planned to be assigned besides Project Manager
(PM) at MAWR, however, due to the limited personnel, only PM has been assigned. Details are

shown in Annex-7.

(2) Facilities
The project office has been provided for Japanese experts in Tashkent. Although there are no
facilities strictly provided for the Project in the sites, there is a meeting room at each site (Qarasha,

Dustlic, Puski Blog, Gliston, Jumble Ota, and Samarcand).




(3) Local Cost

A total of 123,000,000UZS (approximately 70,000USD) was allotted as a local cost from the
provincial/district governiments and a total of 34,762,500UZS (approximately 20900USD) was
allotted as a local cost from the central government and its local branches by the end of June 2011 as
shown in Annex-8. Personnel expenses during trainings conducted by the Project and transport

expenses are covered by BISMs and ISDs.
3-2. Achievement of the Outputs

Numerical targets of indicators have not been determined yet. The following tables show tentative

targets and the degree of achievements.

3-2-1. Output 1

Qutput 1: Training system for WUAS is strengthened.

Summary of the degree of achievement of Output 1 is presented in the Table 3-1. The indicators of

the Output have shown progression towards their fulfillment by the implementation of Activities.

Table3-1: Degree of Achievement of Qutput 1

Objectively Verifiable Indicator Degree of Achievement

1-1  More than -- kinds of | A total of six kinds of fraining modules/manuals and 3 pamphlets
training materials for pilot | have already been compiled as shown in Annex-9.

WUA staff prepared.

1-2 More than - staff of BISMs | A total of six staff have already participated in the trainings.
and ISDs participated in TOT
and able to conduct training for
WUA staff.

1-3  More than -- times of | A total of 88 trainings have already been implemented for pilot
trainings for pilot WUA staff | WCA staff as shown in Annex-10.

conducted.

Source: Project reports and interviews




3-2-2. Output 2

Qutput 2; Capacity of pilot WUA staff for water distribution is improved.

Summary of the degree of achievement of Output 2 is presented in the Table 3-2. Activities related to

water distribution records are slightly delayed and the records have not yet been kept.

Table3-2: Degree of Achievement of Qutput 2

Objectively Verifiable Indicator

Degree of Achievement

2-1 More than -- staff of pilot
WUAs

trainings on water distribution.

participated in the

A total of 12 staff of pilot WCAs have already participated in the

trainings.

2-2 Water distribution plan
formulated every year based on

the trainings by pilot WUAs.

The training about theory on how to make a water distribution plan
has been conducted and a practical water distribution plan was
made in the model area of each 1% batch pilot WCA with

assistance of the Project.

2-3 Water distribution records
kept based on the trainings by
pilot WUAs.

The training about theory for making water records has been

conducted. Water distribution records have not been kept.

3-2-3. OQutput 3

Source: Project reports and interviews

Output3: Capacity of pilot WUA staff for maintenance of irrigation and drainage systems is

improved.

Summary of the degree of achievement of Output 3 is presented in the Table 3-3. Activities related to

maintenance are slightly delayed and the maintenance plan and record have not yet been prepared.

Table3-3: Degree of Achievement of Output 3

Objectively Verifiable Indicator

Degree of Achievement

3-1 More than -- staff of pilot
WUASs the

trainings on maintenance of

participated  in

irrigation and drainage systems.

Already 12 staff of pilot WCAs have already participated in the

trainings.

3-2 Maintenance plan

The frainings about theory on how to make a maintenance plan




formulated ever year based on
the trainings by pilot WUAs.

have been conducted. The plan has not yet been formulated.

3-3 Maintenance records kept
based on the trainings by pilot
WUAsS.

The trainings about theory on how to keep maintenance records

have been conducted. The record has not yet been kept.

Source: Project reports and interviews

3-3. Achievement of the Project Purpose

Although certain progress is observed, the current Objectively Verifiable Indicators, which were set

before the Project commmencement, are not suitable. Therefore, degree of achievement was not

measured by the indicators specified in PDM.

Table3-4: Degree of Achievement of the Project Purpose

Objectively Verifiable Indicator

Degree of Achievement

1 Gap between planned and
actual quantity of distribution
water is decreased from -- % to
-- % in the command area of
the pilot WUAs.

An analysis found that the gap is controlled not only by WCA’s
under-qualified water management but also by the distribution
volume from the ISD to the WCA and timing of the distribution.
Accordingly, the gap decrease does not indicate improvements of
the WCA’s water management. The indicator is, thus, not suited to

measure the improvement,

2 Water is distributed on time in
the command area of the pilot
WUAS.

Same as above.

3 Water loss in the process of
distribution is decreased by -- %
in the command area of the pilot

WUASs.

An analysis found that water loss during water distribution is
controlled by not only repair conditions of facilities but also
amounts of the distribution. Accordingly the water loss decrease
does not indicate improvements of the WCA’s water management.

The 3rd indicator is, thus, not suited either.

Source: Project reports and interviews

3-4. Achievement of the Overall Goal

The following Objectively Verifiable Indicators at the Overall Goal level are not suitable because of

the same reasons as those of the Project Purpose.

10




1) Gap between planned and actnal quantity of distribution water is decreased from —- % t0 -- % in
the target regions.
2) Water is distributed on time in the target regions.

3) Water loss in the process of distribution is decreased by -- %  in the target regions.

3-5. Implementation Process

The Team mainly studied the implementation process in terms of i) PDM, ii) communication, iii)
fonctions of BISM and 1SDs, iv) approach of the Project and v) monitoring activities (e.z. JCC

meetings).

(1) Improper Objectively Verifiable Indicators of PDM

Objectively Verifiable Indicators at the Project Purpose and Overall Goal levels are not proper
because of the reasons mentioned in 3-3 and 3-4. It is difficult, therefore, to monitor and manage the
Project. The Mid-Term Review Team recommended the revision of the PDM by

clarifying/quantifying Objectively Verifiable Indicators as discussed in Chapter 6.

(2) Communication

Based on the Consultation Study Team held in 2010, the Japanese experts attempt to communicate
with counterpart personnel, especially with the Project Manager, by effectively using phone calls and
emails at least once per week. The efforts contributed to more efficient discussions between the

experts and counterparts.

(3) Functions of BISM and ISDs
Although BISMs and ISDs are mainly responsible for main facilities, they are actually supporting
WCAs. The Project utilizes their actual functions to improve the capacity of WCAs.

(4) Approaches of the Project

The approaches of the Project are based on capacity building of relevant institutions and personnel.
In conducting the capacity building, pilot WCAs are divided into two batches (1st and 2nd). For the
Ist batch, Japanese experts conducted training courses for C/Ps, while for the 2nd batch, trained C/Ps
directly instruct WCAs. There was, however, a difference of understanding about the input scale of

intensive repair works and provision of equipment due to insufficient communication.

(5) Monitoring Activities

Besides the irregular monitoring by Japanese experts, a social mobilizer is hired at each region by
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the Project in order to closely monitor farmers' activities initiated by the Project.
Joint Coordination Committee was held on 1% of April, 2011 and main topics were i) the progress of

the Project, ii) plan of the fiscal year 2011 and iii) other issues to be shared by all stakeholders.

12




A

4. Results of the Evaluation with Five Criteria

4-1 Relevance

The relevance is considered high because of the following reasons.

(1) Necessity

Functions of WCAs are getting weak and irrigation facilities are getting old. Facilities of internal
canals, which are owned by WCAs, are not properly maintained due to improper water management.
It remains a pressing matter to improve WCAs® water management capacity in terms of efficient use
as well as securing of water. WCAs are well aware of the necessity to improve water

management/distribution, which directly related to the production of raw cotton and wheat.

(2) Priority

i) Consistency with the Development Plans of Uzbek Government

Welfare Improvement Strategy (WIS) established by the Uzbek government in 2007 points out the
growing gap between urban and rural areas and poverty alleviation in rural areas is recognized as
one of the most important issues to overcome. In rural areas where farmers grow raw cotton and
wheat by irrigation, water distribution and facility management are not properly conducted by
WCAs which are responsible for managing internal canals. In this regard, it has been an urgent task

to enhance WCAS’ capacities by strengthening the support system by BISMs and ISDs.

ii) Consistency with the Plans and Programs in Irrigation and Water Management Sectors

In order to improve drainage conditions, Uzbekistan is currently conducting “National Drainage
Improvement Program (NDIP)” with its own budget, and its commitment to this issue is quite high.
The Project has been justified to supplement the NDIP by supporting WCAs’ aftercare of cleaned

drainage canals and cleaning irrigation canals that are not covered by NDIP.

iif) Consistency with Japan’s Aid Policy and JICA’s Program

Japan's “Country Assistance Program for the Republic of Uzbekistan” points out that 1) WUAs
(current WCAs) are not functioning well due to financial difficulties and the lack of technology and
machinery, ii) irrigation facilities have not been properly managed or rehabilitated by WCAs and iii)
there is a lack of planned utilization of water resources. The Project has been contributing to
improve the above situations. In addition, the Project is related to “agricultural reform/regional

development” in “reform of social sector” specified as one of the JICA’s prioritized issues.
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(3) Appropriateness as an Approach

The approach of the Project consists of i) training with regard to water management, ii) provision of
necessary equipment/materials and iii) repair of facilities. By combining the above components, the
project activities are effectively and efficiently carried out to achieve Outputs and The Project

Purpose. The approach, therefore, is appropriate.

4-2 Effectiveness

The Japanese Review Team evaluated that effectiveness is lower moderate because of the following
reasons, while the Uzbekistan Review Team evaluated that effectiveness is considered above

moderate due to improvement of WCA activities.

4-2-1 Progress of the Project Purpose

As discussed in the previous chapter, it is not suitable to evaluate the Project by using the current
Objectively Verifiable Indicators. Quantitative assessment, therefore, cannot be conducted. Since the
progress of Outputs is not currently moderate enough to achieve the Project Purpose, effectiveness is

considered lower moderate. The Team, however, observed certain progress as shown below.

1) Collection rate of irrigation service and other fees is increased. The current irrigation service fee
collection rate is shown in Table 4-1 and 4-2.

Table 4-1: Irrigation service fee collection rate — 1¥ batch

2) Evaluation result on capability of WCA and consciousness of member's participatory activity in

pilot WCA.

WCA members regard the WCA's capability (organization management, efficiency, finance,

WCAs 2009 2010 2011
(tentative)
Qarasha 26% 52% 60%
Dustlik 13% 9% 38%
Pastki 17% 0% 51%
Average 18.7% 20.3% 49.7%

Table 4-2: Irrigation service fee collection rate — 2™ batch

WCAs 2009 2010 2011
(tentative)
Jambul 14% 21% 20%
Gulistan 5% 6% 10%
Samargand 34% 0% 3%
Average 17.7% 9.0% 11.0%
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technique) as improved by the project termination.

* WCA members think positively participating WCA's activity by the project termination.
The current progress regarding the above points is i) format of questionnaire is being prepared and
ii) members of the 1* batch WCAs have now better understanding of water utilization and WCAs'

functions.

3) Ratio of land in model area which cannot be irrigated
It was observed that land in model area that cannot be irrigated have been reduced mainly due to the

intensive repair works.

4-2-2 Logic between Project Purpose and OQutputs

Three Outputs specified in PDM are the basic concepts/components of the Project’s approach. They
are considered to be necessary and sufficient conditions in order to achieve the Project Purpose. The
logic/sequence of the Project is coherent and the Project Purpose is expected to be achieved after the

Outputs are produced, provided that the Important Assumptions at the Qutput leve! are satisfied.

Regarding Important Assumptions, the following two are set at the Output level to be fulfilled to
achieve the Project Purpose.

1) Trained staff of BISMs and ISDs continue to work.

2) Trained staff of pilot WCAs continue to work,

These Important Assumptions are still realistic and adequate. So far, no trained counterpart personnel

have transferred or resigned and above assumptions are satisfied.
4-3 Efficiency
Efficiency is considered moderate because of the following reasons.

4-3-1 Progress of Outputs

Most indicators at the Outputs level have shown some progression towards their fulfillment by the
general achievement of Activities, except part of indicators 2-3, 3-2 and 3-3. Trained C/Ps, however,
are supposed to take part in the training activities for the 2™ batch pilot WCAs, however, they need

further training and experiences to do so during autumn and winter.

There are two hardware supporting activities in the Project, i.e. carrying out a part of intensive repair
works and installing a demonstration farm for water saving irrigation, Although these hardware

provisions are supposed to be done by the recipient country, the Project considered that those
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components are required for the transfer of technology to counterparts and generate expected
Outputs. Intensive repair works, however, are delayed in Djizak and affected the progress of

Qutputs.

4-3-2 Implementation of Inputs and Activities

In general, inputs were appropriate in terms of quality, quantity and timing and have sufficiently
been utilized for conducting activities and producing Outputs. In particular, counterpart personnel
and many WCA staff pointed out that excavators have contributed to the better water distribution and
to better understanding of WCAs’ functions. Teaching manuals are prepared referring to and revising

the existing materials, which contributed to reduction of preparation time.

The activities are carried out to some extent in accordance with PO, despite the initial delay. C/Ps
and WCA staff, however, pointed out that trainings were sometimes conducted in planting and
harvesting seasons and that they should be conducted in autumn and winter which are agricultural

off-seasons.

4-3-3 Logic between Outputs and Activities/Inputs

Necessary Activities and Inputs have been conducted in order to generate Qutputs.

Regarding Important Assumptions, the following two are set at the Activities level to be fulfilled to
achieve Qutputs.

1) Staff of BISMs and ISDs continuously participate in the activities and trainings.

2) Staff of pilot WCAs continuously participate in the activities and trainings.

These Important Assumptions are still realistic and adequate. Staff of BISMs, ISDs and pilot WCAs

are continuously participating in the activities and trainings. So far, above assumptions are satisfied.

4-4 Impact

At the time of the Mid-term Review, progress is rarely observed. Therefore, the magnitude of impact

cannot be judged.

4-4-1 Prospects for Achievement of Overall Goals

Overall Goal is “Water management conducted by WCAs in Chirchik-Ohangaran BISM and Lower
Syrdarya BISM is improved”. As discussed in the previous chapter, it is not realistic to evaluate the
Overall Goal by using the current Objectively Verifiable Indicators. The progress of the Project

Purpose as well as an establishment of dissemination mechanism will contribute to the realization of
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the Overall Goal. Some ideas for the dissemination are expressed, although they have not been

officially discussed.

4-4-2 Other Impacts
Non-pilot WCAs visited the pilot WCAs and showed their intention to apply the project products
into their WCAs.

Negative impacts are not observed.

4-5 Sustainability

Overall sustainability is considered moderate because of the following reasons, with the conditions

of 1) continuous increase of budget for irrigation facilities and 2) catch-up of initial delay of training.

4-5-1 Policy and Institutional Aspects
As mentioned in “Relevance”, policy support might be expected since the Project is in harmony
with the Uzbekistan policies and relevant to the needs of the government of Uzbekistan. The
government recognizes the importance of capacity enhancement of WCAs as well as improvement
of water management. BISMs and 1SDs support WCAs in a non-systematic way. Their official

roles and functions are not clarified in terms of capacity building of WCAs.

At the WCA level, the Government of Uzbekistan has defined WUAs as public organizations
registered to the Ministry of Justice on December 2010, not by provision of a new law but by
amendment of the present Water Law. For this legal change, the WUA has been renamed as WCA
and they are now entitled to have advantages in terms of taxation, which contributes to the

institutional strengthening of WCAs.

4-5-2 Financial Aspects

Personnel expenses during trainings conducted by the Project and transport expenses are covered by
BISMs and 1SDs and trainings are expected to continuously be carried out with BISMs/ISDs budget.
At the WCA level, first batch WCAs started to generate income by providing services by excavators.
As a result of the positive change in the farmers’ attitude towards water and WCAs, it is reported that
more farmers now understand the importance/value of water and pay water consumers fee/service
fee. Cost of minor repair can be covered by WCAs” budget, however, that of intensive repair works
and maintenance equipment cannot fully be borne by WCAs. Financial assistance from government

and donors may be sought.

4-5-3 Technical Aspects (skills and knowledge)
Technologies transferred and used in the process of the Project are essential for WCAs and do not
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require high skills. They will be accepted and applied in other areas by considering different regional
conditions. In order to extend those technologies, formulating an approach/mechanism by which the

guiding and training system of WCAs by BISM and ISD is essential but it has not yet firmly been
established.

Trained C/Ps are supposed to take part in the training activities for the 2™ batch pilot WCAs,
however, they need further training and experiences to do so during autumn and winter, due to initial
delay in intensive trainings for the 1® batch WCAs. It is expected that trained C/Ps conduct training
activities next year in order to fully disseminate their skills and knowledge after the Project.
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5. Conclusion

The Project activities are currently conducted to a certain extent in accordance with PO despite the
initial delay and accordingly, Outputs and the Project Purpose show some progress. It should be
noted, however, that some indicators at the Project Purpose and Qutput levels are not suitable
without numerical target figures. Evaluation based on five criteria (Relevance, Effectiveness,
Efficiency, Impact and Sustainability) showed some positive results; high relevancy and moderate
progress of Outputs. It also clarified some negative aspects. For instance, the dissemination
mechanism of pilot WCAs’ activities to other WCAs has not yet been officially discussed, and
trainers who are supposed to train the 2™ batch WCAs are not presently able to do so due to initial
delay of intensive trainings. Sustainability, however, would be strengthened when the

recommendations specified in the Chapter 6 are met.
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