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Summary of the Results of Evaluation Study

I. Outline of the Project

Country: Pakistan Project Title:
The Project for Strengthening Irrigated Agriculture through
Participatory Irrigation Management in the Punjab Province

Issues/Sector: Agriculture and Rural Sector | Cooperation Scheme: Technical Cooperation Project

Division in Charge: JICA Pakistan Office Total Cost : 200 million Yen

Period of March 2009 — March 2013 | Partner Country’ s Implementing Organization:
Cooperation | (4 years and 1 month) Irrigation and Power Department, Punjab (IPD)
Punjab Irrigation and Drainage Authority (PIDA)
Punjab Agricultural Department (PAD)

Supporting Organizations in Japan:

Ministry of Agriculture, Forestry and Fisheries

Related Cooperation:

1. Background of the Project

Agriculture among economic sectors plays key role in developing Pakistan economy as its about 25%
contribution in GNP; 70% of population in rural areas are engaged in agriculture. On the other hand,
the poverty rare in rural areas is higher than that in urban areas; 40% of the population in rural area are
classified as the poor. It is indispensable to accelerate the agriculture development for the improvement of
the livelihood of the poor and the correction of the economic discrepancy among areas.

Punjab province is highly dependent on irrigation system for agriculture, but since it has been about one
hundred year since the irrigation system was established, the canals and watercourses for the irrigations
systems have been decrepit, which impedes the efficiency of allocation of water. The government of Punjab
formulated Irrigation Sector Reform Program (ISRP) supported by World Bank in 2000 and stipulated four
pillars, i.e. 1) Institutional and policy reforms to improve the management and maintenance of the irrigation
system, 2) Water resource management reforms to emphasize the critical importance of water entitlements,
measurements, and transparency, 3) Irrigation service delivery reforms to improve the quality, efficiency and
accountability of irrigation services including Irrigation Management Transfer (IMT), and 4) limproving
water use efficiency and on-farm productivity through a system of incentives.

Our country implemented several loan projects by JBIC and the technical cooperation “Capacity
Building for Irrigation Management” (CBIM) by JICA for acceleration of ISRP. JICA has commenced
another loan aid title “Punjab Irrigation System Improvement Project” (PISIP) for further improvement of
the maintenance and maintenance of the irrigation system and water use efficiency and on-farm productivity.
the GOP submitted a request of another technical cooperation project for Strengthening Irrigated Agriculture
through Participatory Irrigation Management (hereinafter referred to “the Project” or SIAP) on September
2007, in order to strengthen improvement of the management and maintenance of the irrigation system and
increase of water use efficiency and on-farm productivity applying the results of former JICA supports and
Japan’ s 60 years’ experience for the water users’ association named “Land Improvement District” (LID).

At the Mid-term of the SIAP project period, the joint evaluation between conducted the Mid-term review
to review the project activities and analyze the degree of the achievement of the project goal and outputs,
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and summarized the joint review report.

2. Project Overview
2-1 Overall Goal
The established model of appropriate irrigation management system is disseminated in Bahawalnagar
Canal Circle in Bahawalpur Irrigation Zone, Lower Chenab Canal West (LCC (W)) Circle in
Faisalabad Irrigation Zone and Dera Jat Canal Circle in DG Khan Irrigation Zone
2-2 Project Purpose:
The model of appropriate irrigation management system is established through verification activities in
the pilot areas.
2-3 Outputs:
(1) Guidelines/manuals are improved and utilized to strengthen and sustain the efforts of AWBs/FOs.
(2) Appropriate water saving irrigation technologies established in the model areas are promoted in the
pilot areas.
(3) Capacity building methodologies are improved for relevant government staffs such as IPD, PIDA and
PAD personnel as well as for the officials/leaders of the organization at farmer’ s level such as AWBs/
FOs
2-4 Inputs
(1) Japanese Side: Long-term Experts: 3 Equipment 715,831 Japanese Yen
Short-term Experts: n.a. Local Cost 14.7 million Pakistani Rupees
(2) Pakistani Side: Counterpart personnel: 72 (42 posts)
Land, Office space with facilities

II. Evaluation Team

Director, Eastern and Southern Africa Division,
Team Leader Dr. H. KANAMORI

Rural Development Department, JICA

. Deputy Director, Overseas Land Improvement
Members | Strengthening of

KITADA Cooperation Office, Rural Development Bureau,
of the AWB/FOs

Ministry of Agriculture, Forestry and Fisheries

Evaluation

Evaluation Researcher, Social Development Department, Global
Team ) Ms. K. ITAGAKI )

Analysis Link Management, Inc.

Cooperation Mr. T. KOZONO Representative,, JICA Pakistan Office

Planning Mr. A. BUKHARI Senior Program Officer, JICA Pakistan Office

Period of Evaluation 6 February — 22 February 2011 Type of Evaluation: Mid-term Review

II1. Results of Evaluation

1. Summary of Evaluation by Five Criteria

1-1 Relevance: High

(1) Relevance to the policies of GoP: High
The Project is still consistent with the policy of GOP, as there has not been any major change in the
policy direction to emphasize the importance of irrigation sector as stipulated in the ISRP. The provincial
government of Punjab continues its priority on sound management of irrigation to realize agricultural
promotion. Despite of the change in the political administration, IPD continues strong commitment to
support the institutional reforms in irrigation sector, while current policies and programs of PAD also
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focus on on-farm water management and extension to promote agriculture.

(2) Consistency with the ODA policies of the GOJ: High
Expansion of labor absorption capacity and development of the agricultural and rural sectors to reduce
poverty are the priority directions in the Japan’ s ODA policy to Pakistan. In the current Rolling Plan
of JICA, the Project is to contribute to the cooperation program on “Improvement of Irrigation Facilities
and Rural Development” that focuses on sustainable rural and agricultural development through
upgrading the old facilities, strengthening water management, and developing and extending water
conservation technology. Thus the Project is still considered to be quite consistent with the Japanese
assistance policies.

(3) Relevance of the Project design: High
The Project aims to enhance the organizational capacities of AWBs/FOs for better and sustainable
management of irrigation facilities, technical capacities of the farmers to improve the on-farm water use,
as well as the capacities of the relevant government officers to provide support services to the farmers.
This comprehensive approach is considered to be an appropriate response to the needs of the capacity
enhancement to further improve irrigation management and to promote agricultural development of the
target areas.

(4) Relevance to the needs of target beneficiaries: High
The FOs express keen interests in managing the irrigation facilities by themselves and securing the water
for production. With the intervention of the Project together with various government programs, the
interest in the water saving technologies among the farmers have gradually been increasing. The Project
is thus considered to be quite relevant to the needs of the beneficiaries.

1-2 Effectiveness: Lower Moderate

(1) Prospects of Achievement of the Purpose of the TC
There are reservations in the prospect of achievement of the Project purpose by the end of the
cooperation period due to the considerable delay in the activities. It is necessary to re-define the model
to be established as the Project purpose as well as to re-examine the feasible target indicators taking the
delay of the activities for output 1 and 2 into consideration..

(2) Contribution of outputs to the achievement of the Project purpose
Although the outputs would contribute to the achievement of the Project purpose in a mutually
interrelated manner and the logical sequence between the outputs and Project purpose is appropriate, the
degree of achievement of outputs has so far been much less than expected, which casts some doubts in
terms of the extent of their possible contribution to the Project purpose.

1-3 Efficiency: Low

(1) Inputs from Japanese side
The timing, quality and quantity of the dispatch of Japanese experts were appropriate. The machinery
and equipment have also duly been provided and most of them are properly utilized and kept in good
conditions. The duration and subjects of counterpart training in Japan were adequate. Those who have
participated in these training unanimously expressed that their learning was very inspiring. The Pakistani
stakeholders highly appreciate and express desire to obtain continuous provision of the opportunities of
the counterpart training.

(2) Inputs from Pakistani side
The office space with adequate equipment and facilities has duly been provided. The counterpart
personnel have properly been assigned but the frequent transfer of those in the key positions has created
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difficulties for the Project management. There have been problems in the provision of inputs that were
planned to be availed under PISIP, which have seriously hampered the implementation of the planned
activities.

1-4 Impacts: Uncertain

(1) Prospects of achieving the overall goals
There are two aspects to be looked into in order to assess the possible impact of the Project to the
overall goal, i.e., the probability of establishment of the model, and the existence of channels or means
to disseminate the model after the completion of the Project. Due to the considerable delay in the
achievements of the output 1 and 2, the prospects of achieving the Project purpose have become quite
uncertain. Hence the prospect of achieving the overall goal has automatically become questionable. There
should be more important assumptions to be monitored in relation to the means of future dissemination
of the model.

(2) Positive Impacts
There have been signs of positive changes in the farmers’ practices related to the water saving irrigation
technologies as they have realized the benefit of laser leveling and have become interested. There are
also gains in the skills and knowledge for the part of the government officers through the TOT, and it is
expected that the application of learning by the TOT participants may create other impacts. There have
not yet been much of other ripple effects of the Project by the time of the Review.
(3) Negative impacts
There has not been any negative impact observed or reported by the time of this mid-term review.

1-5 Sustainability: Lower Moderate

(1) Policy and Institutional Sustainability: Fair
The necessity of strengthen irrigation management for the agricultural development as well as capacity
building of FOs/AWBs and relevant government officers are given high priority in the current policies
and programs of implementing agencies, therefore the policy support would continuously be secured.
As the comprehensive review on the institutional reform in irrigation sector has recently been conducted
out of which a new legal framework have formulated, the institutional setup would also be generally
expected to continue for the coming years. Hence the policy and institutional sustainability is projected
as fair.

(2) Organizational and Financial Sustainability: Lower moderate
It is generally assumed the organizational and financial sustainability of the implementing agencies
would be secured at least to a certain degree, as the Project activities are in line with the mandates of the
implementing agencies for which human and financial resources are allotted although on a limited scale.
While there would still more to be done for AWBs/FOs to acquire enough capacities to continue sound
operations. Thus the organizational and financial sustainability at the beneficiaries’ level may not be
secured unless continuous and intensive guidance are provided by IPD and PIDA after the completion of
the Project.

(3) Technical sustainability: Lower moderate
Due to the delay of the activities, the degree of capacity enhancement for AWBs/FOs may be less than
originally expected thus it would require further reinforcement after the completion of the Project.
Degree of adoption of the water saving irrigation technologies by the farmers also remains questionable,
though their effectiveness and benefits would be tested through verification and demonstration. As for the
TOT, favorable responses have been obtained from participant, therefore the sustainable application of




their learning may be secured with the proper monitoring.
2. Factors that Promoted Realization of Effects
2-1 Factors concerning the Planning: N.A.
2-2 Factors Concerning the Implementation Process: N.A.

3. Factors that Inhibited Realization of Effects

3-1 Factors concerning the Planning
The Project was originally planned in a mutually linked manner with PISIP to avail the multiplying
effects such that the participants of TOT of the Project would be mobilized in the soft components of
PISIP. Accordingly, the input plan of the Project was formulated to secure the financial efficiency, i.e.
to maximally mobilize the PISIP fund. However, it was turned out that the delay of PISIP progress
also affect the procurement of equipment and services necessary for the implementation of the
Project.

3-2 Factors Concerning the Implementation Process
Due to the change in the political administration of the GOP, comprehensive review on the
institutional reform in the irrigation sector was undertaken, as the results of which the PIDA Rule on
AWBs/FOs was amended. Process of this change took time and the Project had to wait until concrete
direction of amendment become clear to initiate any activity to strengthen the AWBs/FOs..

4. Conclusion
The overall Review results are concluded to be lower moderate, taking current uncertainties into
consideration. Since there are several positive indicators, however, it is expected that the Project may
recover the delay to a reasonable extent in the remaining period.

5. Recommendations
5-1 Issues on General Project Matters
(1) Revision of the Project Design Matrix (PDM)
There has been notable delay in the activities and thus the output 1 and 2 as well as of the Project
purpose are unlikely to be achieved as originally expected. It is recommended for the Project to further
discuss and revise the PDM at this point of time so as to adjust the target of achievement to the feasible
levels, taking the remaining period of cooperation into considerations. Major points of the proposed
revision are; 1) re-definition of the model to be established as the Project purpose and its target level, 2)
re-examination of outputs and their target levels, 3) modifications on some indicators, 4) modification of
the activities, and 5) inclusion of additional important assumptions.
(2) Monitoring on the progress of the Project purpose and overall goal
The Project management persons are recommended to carefully monitor the progress based on the
revised PDM with indicators, and to discuss the possible achievements of the Project purpose and
overall goal in about one year time.
(3) Implementation mechanism
It is recommended to further activate implementation mechanism with clear indication of the specific
roles to be played by relevant stakeholders. It is also recommended to enhance the roles of the GM (TM),
PIDA in the On-farm Demonstration Task Team as the GM (TM) is responsible for mobilization of
agricultural engineers and procurement of equipments for on-farm water management funded by PISIP.
(4) Acceleration of financial procedures in PIDA
It is strongly recommended that financial procedures within PIDA should be accelerated further for
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smooth implementation of the Project..

(5) Consistent policies and long-term deployment of relevant staffs
Since the continuity of the policies is essential for smooth implementation of the Project, it is
recommended that the Project should closely monitor the provincial government policies. It is also
recommended that the key counterpart personnel would not be transferred frequently so as to accelerate
the efforts to catch up with the target achievements.

5-2 Issues on Specific Project Matters
In order to realize the quick impacts in the pilot areas, it is recommended that the main focus of the
Project activities related to water saving irrigation technologies should be on the promotion of technologies

through demonstration and dissemination.

5-3 Issues on Long-term Perspectives

In order to accelerate the efforts of the provincial government of Punjab to steadily disseminate IMT
policy, it is important to ensure the proper function of irrigation facilities and provision of allocated amount
of water. The rehabilitation and improvement of irrigation facilities would reinforce the functioning of the
facilities, while the security of water has still been one of the key concerns among the FOs. The failure
in obtaining allocated amount of water would negatively affect the agricultural production, which will
lead to low collection of water fee and thus affect the O&M activities handled by the FOs. Although IPD
currently measures the discharge at head regulators, some FOs do not understand clearly the mechanism
of the sanctioned discharge or have rational skills to assess whether the precise amount is provided. Once
the capacities of FOs and their understanding on the roles of relevant stakeholders are enhanced, the FOs
would be motivated to take their own responsibilities in water management on the sustainable basis. It is
thus recommended to the provincial government to make further efforts to improve water management by
capacity building of the FOs and information sharing on water discharges of the channels, so as to foster a
firm and trustful relationship between the government/PIDA and the AWBs/FOs.
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1. Introduction

1-1 Objectives of the Mid-term Review

Main objectives of the mid-term review are as follows:

(1) To review the progress of the on-going project in light of Project Design Matrix (hereinafter
referred to as “PDM”) and Plan of Operations (hereinafter referred to as “PO™) developed at

the initiation of the Project.

(2) To evaluate the on-going Project with the five evaluation criteria, i.e. Relevance,

Effectiveness, Efficiency, Impact and Sustainability.
(3) To draw out recommendations and lessons learned based on the result of the review and
modify PDM and PO if necessary.

1-2 Members of the Mid-term Review Team

[ Pakistani Side ]}

Mr. Muhammad Shafig
Mr. Syed Zahid Ali

Mr. Asrar-ul-Haq

Dr. Magsood Ahmad
Mr. Ali Sher

Mr. Muhammad Akhtar

[Japanese Side]
Dr. Hideyuki Kanamori

Mr. Hiromichi Kitada
Ms. Keiko Itagaki

Mr. Tomohiro Kozono
Mr, Amir Bukhari

Team Leader

Head, Project Management Office, Punjab Irrigation System Improvement
Project

General Manager (Transition Management) (GM(TM)), Punjab Irrigation
and Drainage Authority (PIDA)

Chief, Strategic Planning and Reform Unit, Irrigation and Power
Department

Provincial Project Director, Directorate General of Agriculture (On Farm
Water Management), Agriculture Department, Punjab

Agricultural Economist, Directorate General of Agriculture (Extension and
Agricultural Research), Agriculture Department, Punjab

Deputy GM(TM), PIDA

Team Leader

Senior Advisor, JICA Headquarters

Deputy Director, Overseas Land Improvement Cooperation Office, Rural
Development Bureau, Ministry of Agriculture, Forestry and Fisheries, Japan
Consultant, Global Link Management, Inc.

Representative, JICA Pakistan Office

Senior Program Officer, JICA Pakistan Office

1-3 Schedule of Activities of the Mid-term Review

The schedule of activities of the mid-term Review (hereinafter referred to as “the Review”) is as

in the following table:
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Table 1-1: Schedule of Activities of the Mid-term Review

Date W Activities
Inaugural meeting with Pakistani team
Interview to Head PMO/PISIP, GM(TM), PIDA

2/14 | Mon .
Courtesy Call and Interview to Secretary, IPD
Interview to Director General (OFWM) and Director General (Extension), PAD
Move from Lahore to Bahawalnagar,

215 Tue Interview to District Officers, PIDA staff, Farmer's Organization members

Field visit, interview to farmers,

Move from Bahawalnagar to Lahore

2/16 | Wed | JICA internal meeting

2/17 | Thu | Internal meeting individually by Japanese side and Pakistani side
Courtesy call to Secretary, PAD

2/18 Fri | Joint meeting to discuss the Review Report

JICA internal meeting

Project Monitoring Coordination Committee to finalize the Review Report
Joint meeting to revise the Review Report

2/20 Sun | Documentation

Joint meeting to revise the Review Report

(The Pakistani side may conduct internal meeting)

2/22 Tue | Steering Committee to report and to obtain approval on the Review Report

2/19 Sat

2/21 Mon

2. Outline of the Project
2-1 Background of the Project

In order to support the efforts on the Irmigation Sector Reform Program (hereinafter referred to as
“ISRP”) by the Government of Punjab, the Government of Japan (hereinafter referred to as “GOJ”)
extended the assistance through the foregoing Japanese Technical Cooperation Project, 1.e. Capacity
Building for Irrigation Management (hereinafter referred to as “the CBIM™) which intended to
enhance the operational functions of Area Water Boards (hereinafter referred to as “AWBs”) and
Farmer’s Organizations (hereinafter referred to as “FOs™), as well as Japanese Loan Project i.e.
Punjab Irrigation System Improvement Project (hereinafter referred to as “the PISIP”) which aims to
rehabilitate and upgrade the distributaries/minors with facilitation of FO formation. In line with
these initiatives to support the Reform process, the Japanese Technical Cooperation for “the
Strengthening Irrigated Agriculture through Participatory Irrigation Management in the Punjab
Province in Pakistan (hereinafter referred to as “the Project™) has been under implementation since
March 2009 in close coordination with the PISIP in order to strengthen improvement of the
management and maintenance of the irrigation system and increase of water use efficiency and
on-farm productivity applying the outcomes of the CBIM.

Since the Project is on the mid-term point, the mid-term review has been conducted by joint
mid-term review team comprised by both Pakistani and Japanese sides (hereinafter referred to as
“the Team™).
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2-2 Duration of the Project
Four (4) years and one (1) month from March 2009

2-3 Implementing Agencies
[Pakistam Side]
(1) Irrigation and Power Department, Punjab (hereinafter referred to as “IPD™)
(2) Punjab Irrigation and Drainage Authority (hereinafter referred to as “PIDA”)
(3) Punyab Agricultural Department (hereinafter referred to as “PAD”)
[ Japanese Side]
Japan International Cooperation Agency (hereinafter referred to as “JICA™)

2-4 QOutline of the Project

2-4-1 Title of the Project
“Strengthemng Irrigated Agriculture through Participatory Irrigation Management in the Punjab

Province”

2-4-2 Overall goal

The established model of appropriate irrigation management system is disseminated in
Bahawalnagar Canal Circle in Bahawalpur Irrigation Zone, Lower Chenab Canal West (LCC (W))
Circle in Faisalabad Irrigation Zone and Dera Jat Canal Circle in DG Khan Irrigation Zone.

2-4-3 The Project purpose
The model of appropriate irrigation management system is established through verification activities

in the pilot areas.

2-4-4 Outputs of the Project

(1) Guidelines/manuals are improved and utilized to strengthen and sustain the efforts of AWBs/FOs.

(2) Appropriate water saving irrigation technologies established in the model areas are promoted in
the pilot areas.

(3) Capacity building methodologies are improved for relevant government staffs such as IPD, PIDA
and PAD personnel as well as for the officials/leaders of the organization at farmer’s level such

as AWBs/FOs.

3. Methodology of the Review

Major items reviewed are the following aspects based on current version of PDM and PO
attached as ANNEX 1 and 2, respectively:

(1) Achievements of the Project based on the indicators set in the PDM

(2) Implementation processes

(3) Analysis by the five evaluation criteria
4 |



The Review 1s preceded along with the following five criteria:

(1) Relevance: Relevance of the project plan is reviewed in terms of the validity of the project
purpose and the overall goal in comnection with the development policy of the
Government of Pakistan, aid policy of the Government of Japan, needs of beneficiaries,
and by logical consistency of the project plan.

(2) Effectiveness: Effectiveness is assessed by evaluating the extent to which the project has
achieved its purpose and by clarifying the relationship between the purpose and outputs.

(3) Efficiency: Efficiency of the project implementation is analyzed with emphasis on the
relationship between outputs and inputs in terms of timing, quality and quantity of inputs.

(4) Impact: Impact of the project is assessed on the basis of both positive and negative influences
caused by the project.

(5) Sustainability: Sustainability of the project is assessed in terms of political, institutional,
financial and technical aspects by examining the extent to which the achievements of the
project would be sustained or expanded after the project period.

The evaluation grid used for the Review is shown in ANNEX 3.

4. Review Results
The Team reviewed the performance of the Project including inputs and output indicators to
measure the achievement of the Project purpose as well as the implementation processes of the

Project, the results of which are described in the following:

4-1 Achievements of the Project
4-1-1 Inputs

The Team confirmed that the Project has availed the following inputs along with the plan stated
in the PDM and the PO.

(1) Japanese side

1) Dispatch of Japanese experts to Pakistan
Three (3) Japanese long-term experts with five (5) fields of expertise have been dispatched to the
Project for technology transfer. The details of the Japanese experts are found in the following
Table 4-1.

Table 4-1: List of Japanese Experts

. . . Period of
No Name Title and Fields of Expertise Assionment
1 | Mr. Susumu Uchiumi | Chief Advisor, Strengthening of AWBs/FOs 2009/3-to date
2 | Mr. Jun Tajiri Expert, On-farm Water Management/Water | »550/6. 10 date
Saving Irrigation
3 | Mr. Takashi Fujisaki Expert, Coordination/Training 2009/3- to date

Source: Record of the Project

2) Provision of machinery and equipment
The machinery and equipment of the total value equivalent to 715,831 Japanese Yen were
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provided for the technology transfer and the Project activities, including the ones procured with
the fund allotted as a part of local cost. The details of the machinery and equipment provided by
JICA are found in ANNEX 4.

3) Training of counterpart personnel in Japan
Seven (7) counterpart personnel have so far participated in the training in Japan on the subjects
relevant to the scope of the Project activities, such as “water management orgamzation” and
“Irrigation management orgamzation”. The details of the training of counterpart personnel are
found in ANNEX 5.

4) Bearing of local costs
A total sum of 14,698,672 Pakistan Rupees has been provided to supplement a portion of local
expenditure for JFY 2009 — 2010 (up to January 2011).
shown in the Table 4-2 below.

The details of the local costs borne are

Table 4-2: Local Costs borne by the Japanese Side (Rs.)

Fy ‘P 2009 2010 2 Total
Operational Costs 1,954,093 | 2,951,934 4,906,027
Training Costs 413,900 | 2,964,780 3,378,680
Contract with Local Consultants 2,965,990 | 2,951,000 5,916,990
Equipment 496,975 - 496,975

Total 5,830,958 | 8,867,714 14,698,672

(*1) Japanese Fiscal Year (April — March)
Source: Documents prepared by the Project

(*2) Amount provided by the end of January 2011

(2) Pakistani side

1) Appointment of counterpart personnel
Atotal of seventy-two (72) counterpart personnel in forty-two (42) posts of relevant fields have so
far been assigned to the Project from IPD, PIDA and their field offices, as well as from PAD,
Planning and Development Department, PMO PISIP, district offices of agriculture, together with
the representatives of the FOs in the pilot areas.
found in ANNEX 6.

The details of the counterpart personnel are

2) Provision of facilities
The necessary office spaces with water, electricity, telephone and internet facilities for the Project
have been provided by the Government of Pakistan (hereinafter referred to as “GOP”) at the IPD
headquarters in Lahore. The Project office is furnished with adequate office equipment for the
experts and staff of the Project.

3) Provision of equipment and services to be procured under PISIP
There has been a plan to procure the equipment such as field vehicles, motorcycles, survey
equipment and so forth, as well as to avail the services of technical and field staff under the
on-farm water management component of PISIP for the implementation of the field activities of
the Project. However, the procurement processes of these planned inputs under PISIP have been
much behind the original schedule.
and the recruitment of the rest has been in process at the time of the Review. As to the

A
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procurement of the equipment, the process has been delayed due to austerity measures taken by
the Provincial Government of Punjab on procurements of new equipments. Therefore PIDA has
already submitted special request to the concerned authorities of the Provincial Government for

the approval, which was awaited at the time of the Review.

4) Bearing of local costs
GOP has borne the cost to newly install telephone lines to the Project office. It has also provided
transportation costs and allowances for the counterpart personnel to participate in the field
activities, training and various meetings held by the Project.

4-1-2 Achievements of the outputs

The Team found that the Project has encountered difficulties in the course of its implementation,
which has caused delays in some of the planned activities. The delays in the progress of the
activities have negatively affected the level of achievement of the expected outputs by the time of
this Review. Nevertheless, the Team confirmed that the Project have made its best efforts to
overcome those difficulties and that the basic pre-requisites for due implementation of the planned
activities have met at the time of the Review.

Details of the achievements of the output indicators are as described below.

Output 1: Guidelines/manuals are improved to strengthen and sustain the efforts of the AWBs/FOs.

Indicators:

1-1 The improved manuals/guidelines are compiled and made available to AWBs/FOs.

Activities to achieve Qutput 1

1-1 Review and re-examine the guidelines/manuals developed in the AWB / Lower Chenab Canal (East)
Circle by the foregoing project, i.e. Capacity Building for Irrigation Management (CBIM).

1-2 Set up and prepare the pilot areas and the model areas.

1-3 Conduct the on-site verification of the guidelines/manuals for the AWBs/FOs.

1-4 Tmprove the guidelines/manuals based on the results of the verification.

By the time of the Review, the guidelines/manuals have not yet been improved nor distributed to
the AWBs/FOs in the pilot areas, due to the following reasons:

(1) The review of the framework of the institutional reform: Upon the change of the political
administration, the review of institutional reform took significant time and thus affected the
schedule of the Project implementation.

(2) Amendment of the PIDA rules on AWBs/FOs: During the period of aforementioned review
process, the relevant authorities were requested to thoroughly review the respective programs,
and some modifications were proposed for institutional reform in the irrigation sector. It was
then decided that the process of the Irrigation Management Transfer (hereinafter referred to as
“IMT”) should be more balanced and accountable, in accordance with which the PIDA FO Rules
and PIDA AWB Rules (herecinafter referred to as “the Rules”) have been amended. The Rules
have been approved in December 2010, maturity index finalized in January 2011, and finalization
of the regulations to concretize the conducts of business for FOs and AWBs in line with the
amended Rules has still been under process at the time of the Review.
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With the amendment, FOs are now to be categorized based on the PIDA’s maturity index that
assesses their capabilities and performances. This amendment has altered the original plan of the
Project activities to attain this output, i.e. improvement of the guidelines/manuals developed by
CBIM, the foregoing JICA cooperation, based on the review and on-site verification. It is therefore
necessary for the Project to modify its activities from verification the CBIM manuals/guidelines to
provision of support to PIDA for redrafting of them and for preparation and improvement of the
materials for capacity development of the FOs and AWBs.

It was informed by PIDA during the Review that the IMT agreements have been signed by the
FOs in Bahawalnagar in line with the new Rules, whereas the agreements of FOs in LCC(W) have
been extended. It is thus anticipated the activities to promote IMT such as training of FOs, formation
of AWBs and so forth can be initiated as soon as the changes in the Rule incorporated into the
training materials, along with which the planned activities of the Project would also be implemented

but with adequate modifications on the schedules and targets of achievement.

Output 2: Appropriate water saving irrigation technologies established in the model areas are promoted
in the pilot areas.

Indicators:

2-1 Guidelines on the water saving technologies are compiled and made available to the farmers in the
main pilot areas.

2-2 More than 10% of the farmers in the main pilot areas apply at least one of the water saving
technologies recommended by the Project.

Activities to achieve Qutput 2
2-1 Provide guidelines of water saving irrigation technologies through verification in the model areas.
2-2 Disseminate the technologies recommended in the guidelines.

Verification of water saving irrigation technologies has been conducted one and half years behind
the original schedule. The initial demonstration and verification activities have just started in the
Rabi season 2010-11 in the selected model areas in two out of three pilot areas, i.¢. in Bahawalnagar

and Dera Jat Canal Circle, the details of which are as shown in the Table 4-3 below.

Table 4-3: Details of the Demonstration Activities

Location Areas of
Canal Circle of model demonstration (acre) Remarks
Pilot Area . Laser Bed &
sites .
leveling farrow
Head 0 0
LECW) Middle 0 0 No service provider applied to the bid.
Pabbarwala -
Tail 0 0
* Leveling was difficult due to the high moisture content of
Head 0 0 the soil and the residue of the previous crop (paddy) on
the plot.
Bahawalnagar Middle 2 15 * Procurement of service provider was delayed.
Jalwala ' * Work could not be completed because of the short interval
between harvest of paddy and planting of wheat.
Tail 0 0 * Many farmers refused to apply bed-and-furrow out of the
fear that the technology would cause salinity problem.
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* Procurement of service provider was delayed.

* Work could not be completed because of the short interval
between harvest of paddy and planting of wheat.

Middle 16 16 * Bed planter was not available in the district thus the

Project had to procure one from other district. It caused

Tail 46 12.5 the delay in actual start of the demonstration, resulting in

shortening of time of work.

Head 40.5 27.5

Dera Jat
Yaru

Source: Documents prepared by the Project

The guidelines of water saving irrigation technologies has not yet been prepared nor the
disseminated to the farmers, thus the Team found that it is not yet at the stage to measure the level of
application of those water saving technologies by the farmers in the pilot areas.

There have been several reasons for the delay of the planned activities to attain this output. One
of the reasons was the delay of the recruitment of the technical and field staff who are supposed to
take charges of these activities for nine months due to delay of the PISIP progress. Some Project
personnel pointed out that the salary scale given in the original estimates of PISIP has become very
low due to the recent price hike, resulting in further difficulties in the recruitment. Another reason
was the difficulty to secure the services of the equipment and facilities needed for demonstration and
verification of water saving irrigation technologies in the model areas. It was originally planned that
the equipments and facilities should be availed through PAD under a large scale federal program
entitled as “Water Conservation and Productivity Enhancement through High Efficiency
(Pressurized) Irrigation Systems (The Punjab Component) (Mega Project),” which has been delayed
due to the procedural transaction between the PAD and the federal government. At the first SC
meeting, it was thus agreed that the PISIP fund should be mobilized to avail the necessary services
of equipment and facilities, which also took time to be realized and thus attributed to the delay in the
activities.

Output 3: Capacity building methodologies are improved for relevant government staffs such as IPD,
PIDA and PAD personnel as well as for the officials of the organizations at farmer’s level
such as AWBs/FOs.

Indicators:

3-1 Training manuals, textbooks and information materials are compiled.

3-2 At least 25 staff of IPD and PIDA receive the TOT.

3-3 At least 20 extension related staff of PAD receive the TOT on extension methodology.

3-4 At least 15 officials of the organizations at farmers' level such as AWBs/FOs receive the TOT.

Activities to achieve Output 3

3-1 Improve the agricultural extension methods.

3-2 Improve the Training of Trainers (TOT) methods for government staffs who provide guidance to the
AWBs/FOs and farmers.

3-3 Disseminate and share the outcomes and experiences of the Project.

Since February 2010, the Project has conducted the training courses in basic module of TOT,
comprising from five (5) courses, i.e. “Communication and Trainer Attitudes,” “TNA, Materials,
Guidance and Planning,” “Case study, Role play and Evaluation,” “Review Course I,” and “Field
Visit”. By the time of the Review, a total of 85 personnel from IPD, PIDA and PAD have
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participated in these training courses as shown in the Table 4-4 below. Among those who have
been trained, fifteen (15) participants have completed all of the five courses of the basic module.
Further details of the conduct of the TOT are found in the ANNEX 7.

Table 4-4: Details of the Attendance to the Basic Module of TOT

Agency No of participants per location of assigmnent*
Lahore LCC(W) | Bahawalnagar | Dera Jat Others® Total
IPD 2 - - - - 2
PIDA 15 21 11 6 2 55
PAD 9 7 6 4 2 28
Total 26 28 17 10 4 85

(*) Those who are assigned or have been transferred to areas other than the pilot area of the Project
Source: Outline of the TOT Progress and the Plan on February 7, 2010 (Document prepared by the Project)

Some of these TOT participants interviewed during the Review shared with the Team that the
systematic ways to plan the training activities and basic skills of teaching and communication are
useful in their routine activities to support farmers and FOs. Some participants shared that they have
already applied what they have learnt in the TOT in their routine work. The Project is planning to
conduct technical modules and module on formulation of training/extension materials as part of the

TOT for the rest of the cooperation period.

4-1-3 Prospects to achieve the Project purpose

Project Purpose: The model of appropriate irrigation management system is established through
verification activities in the pilot areas.

Indicators:

1. The manuals/guidelines for AWBs/FOs are compiled and applied in the main pilot areas.

2. Water productivity in the main pilot areas is increased by 5%.

3. More than 50% of the government staff of IPD, PIDA and extension related staff of PAD trained
through TOT by the Project apply the obtained knowledge /methods / techniques to support farmers
and members of AWBs/FOs in the main pilot areas.

As examined above, there has been considerable delay in the activities to achieve the Output 1,
i.e. improvement of the manuals/guidelines for AWBs and FOs. Practical work to review and
compile the manuals/guidelines as well as to prepare the training materials on them for AWBs and
FOs would be started only after the detailed regulations on implementation of the amended Rules
would be finalized and officially approved.

Similarly, there have been delays in the progress of the achievement of the Output 2, iec.
establishment of appropriate water saving irrigation technologies in the pilot areas. Demonstration
has just been started, whereas the preparation of the guidelines is yet to be initiated. Considering
the remaining period of the Project, it is quite uncertain whether the Project would be able to
disseminate the recommended technologies to the farmers and whether the technologies would be
adopted enough to attain the increase of 5% in the water productivity in the pilot areas.

Capacity building components of the Project, i.e. the Output 3, have been initiated ahead of the
schedule and the tangible effects have been observed. Nonetheless, there should be further
discussions to clarify the definition of the completion of TOT based on the attendance as well as the
levels of participants® competency, since the TOT would be composed of more than one module,
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each of which comprises several courses on different topics. Also, it may be necessary to come up
with the ways to measure the application of learning by different categories of participants, since the
contents and natures of work to support the farmers are different among the participants, and their
application may be in different forms of activities.

Based on the examination above, the prospect of achievement of the Project purpose by the end
of the cooperation period was assessed to be questionable. The Team thus agreed that there may be a

need to modify and level-down of the target of the Project.

4-1-4 Prospects to achieve the overall goal

Overall Goal: The established model of appropriate irrigation management system is disseminated in
Bahawalnagar Canal Circle in Bahawalpur Irrigation Zone, Lower Chenab Canal West
(LCC (W)) Circle in Faisalabad Irrigation Zone and Dera Jat Canal Circle in DG Khan
Irrigation Zone.

Indicator:
The number of FOs which apply the established model of appropriate irrigation management exceeds
15% of all FOs in the target area by year 2018.

As described in the above section, there are reservations on the prospect of achievement of the
Project purpose by the end of the cooperation period. Achievement of the Project purpose is the
essential precondition for discussion on the projection of the achievement of the overall goal. It
should also be necessary for the Project to discuss and identify the measures to be taken to further
disseminate the model established by the Project in the course of the Project implementation from
now on. With these uncertain aspects, the Team could not obtain concrete basis for assessment on the

prospect of achievement of the overall goal at the time of the Review.

4-2 Implementation Processes
4-2-1 Decision making and monitoring mechanism

The SC has so far been held once to review and oversee the overall Project implementation.
Aside from the SC, there has been the Project Monitoring and Coordinating Committee (PMCC) to
regularly monitor the progress, problems and plans of Project activities, which has so far been
organized three (3) times. In order to discuss the administrative matters pertamning to the Project
implementation, the SC decided to organize bi-monthly Joint Monitoring Meeting (JMM), and
accordingly the JMM have been held under the chair of the Secretary of IPD with attendance of the
representatives of all stakeholders under IPD as well as of JICA Pakistan Office. Moreover, an
mnternal sub-committee to deal with the managerial issues has recently been organized to meet
monthly to further facilitate synchronization of the activities of the Project and PISIP within PIDA.
It should be noted and appreciated that the Project and relevant stakeholders have made considerable
efforts to address to the administrative and managerial problems that the Project have encountered

by setting up such a multi-layer mechanism.

4-2-2 Mechanism to ensure the smooth implementation of the Project activities
As for the technical aspects of the implementation, the Project organized separate Task Teams
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per subject categories, i.e. AWBs/FOs, on-farm demonstration of water saving irrigation
technologies and training, to provide technical supervision and advice. The Task Teams consist of
the members from respective agencies on the activities, since the Project encompasses wide areas of
activities that fall under the responsibilities of different agencies at different levels. As to the Task
Teams on AWBs/FOs and on-farm demonstration, the local level groups have also been organized to
actually carry out the tasks in the respective pilot areas. The Team anticipates that functions of these
committees and meeting would also contribute to the effective coordination and thus to the smooth

implementation of the Project for the rest of cooperation period.

4-2-3 Introduction of Time-Bound-Action-Plan (TBAP) as management tool

As a part of the efforts to cope up with the delays in the implementation of the activities, the
Time-Bound-Action-Plan (TBAP) with concrete targets and time frame has been formulated. The
TBAP has regularly been monitored and duly updated at the time of the JMM. Although it has
primarily been introduced as a means to equip the Project with required conditions for
implementation of the activities, it is anticipated that the monitoring of the TBAP would be
continued to ensure smooth implementation of the Project for the remaining period. The latest
update of the TBAP 1s attached as ANNEX 8.

5. Analysis by the Five Evaluation Criteria
Through the Review, the Team jointly assessed the Project’s relevance, effectiveness, efficiency,

impact and sustainability. The results are shown in the following.

5-1 Relevance
The relevance of the Project is evaluated as high based on the following confirmation:

(1) Relevance to the policies of GOP: High

The Project is still consistent with the policy of GOP, as there has not been any major change in
the policy direction to emphasize the importance of development of irrigation sector as has been
exemplified in the ISRP. At the level of the provincial government of Punjab, improvement and
sound management of irrigation is still considered as priority issue to realize agricultural promotion.
Regardless of the change in the political administration, IPD continues strong commitment to
support the institutional reforms in irrigation sector in Punjab Province. Current policies and
programs of PAD also focus on importance of on-farm water management and extension to promote
agricultural production. Therefore, relevance of the scope of the Project to the policies of GOP is

secured.

(2) Consistency with the ODA policies of the GOJ: High
Expansion of labor absorption capacity and development of the agricultural and rural sectors to

reduce poverty are the priority directions in the Japan’s ODA policy to Pakistan stipulated in the
Country Assistance Policy for Pakistan, as it is considered as a component to achieve the

development of the sound market economy of the country. Accordingly, the current Rolling Plan of

G
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JICA for Pakistan emphasizes the importance of irrigation sector as one of the priority areas. The
Project is assumed to contribute to the cooperation program on “Improvement of Irrigation Facilities
and Rural Development,” the main focus of which is put on sustainable and competitive rural and
agricultural development through upgrading the existing old facilities, strengthening proper water
management, and developing and extending water conservation technology. Thus the Project is still

considered to be quite consistent with the Japanese assistance policies.

(3) Relevance of the Project design: High

There is a strong need to improve the irrigation management for further promote of agricultural
production and thus income of the farmers. The Project is aiming to enhance the organizational
capacities of AWBs/FOs for better and sustainable management of irrigation facilities, technical
capacities of the farmers to improve the on-farm water use and their farming activities, as well as the
capacities of the government officers both in irrigation and agricultural sectors so as to provide
respective support services to the AWBs/FOs and farmers. This comprehensive approach is thus
considered to be an appropriate response to the needs of the capacity enhancement to further

improve irrigation management and to promote agricultural development of the target areas.

(4) Relevance to the needs of target beneficiaries: High

In the target areas, FOs are eager to manage the irrigation facilities by themselves, and realize the
necessity of their own capacity enhancement. Water scarcity and security of water for production are
the issues of keen interest among farmers. With the introduction of new water saving irrigation
technologies by the intervention of the Project together with various government programs, the
interest in these technologies among the farmers have gradually been increasing. The Project is thus

considered to be quite relevant to the needs of the beneficiaries.

5-2 Effectiveness
The effectiveness of the Project is considered to be lower moderate based on the examination of

the following aspects:

(1) Achievement of Project purpose

As reviewed in the previous section, there are some reservations in the prospect of achievement
of the Project purpose by the end of the cooperation period due to the considerable delay in the
planned activities. The Team thus agreed that it is necessary to re-define the model to be established
as the Project purpose as well as to re-examine the feasible target indicators taking the delay of the

field activities for output 1 and 2 into consideration.

{(2) Contribution of outputs to the achievement of the Project purpose

Although the outputs would contribute to the achievement of the Project purpose in a mutually
interrelated manner and the logical sequence between the outputs and Project purpose is appropriate,
the degree of achievement of outputs has so far been much less than expected, which also casts some
doubts in terms of the extent of their possible contribution to the Project purpose.
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