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SUMMARY OF PROJECT PERFORMANCE  
 

A. Background 
 
1. The Asian Development Bank (ADB) approved a loan of SDR13,615,000 on 
17 November 2004 for the Community-Managed Irrigated Agriculture Sector Project (CMIASP) 
in Nepal.1 The project’s overall goal was to promote inclusive economic growth while reducing 
poverty in the rural areas of the central and eastern development regions. Its specific objective 
was to improve agricultural productivity and sustainability of small and medium-sized 
farmer-managed irrigation systems (FMIS) suffering from low productivity and high poverty 
incidence, and thereby enhance the livelihood of poor men and women, including ethnic 
minorities and Dalits. Irrigation was and is seen as an essential input for intensifying agriculture 
across the year. The project is rehabilitating 111 FMIS, after mobilizing and strengthening water 
user associations (WUAs). At the same time, the government is providing agricultural extension 
and livelihood enhancement services in the subproject areas. 

2. The loan agreement was signed on 23 December 2005 and declared effective on 
13 January 2006. The loan closing date is 30 September 2014. The OPEC Fund for International 
Development (OFID) signed an agreement with the Government of Nepal on 21 December 2005 
to provide a loan of $7 million to partially finance the irrigation and associated infrastructure 
component. The Ministry of Irrigation (MOI)2 is the executing agency; MOI designated the 
Department of Irrigation (DOI) as the party responsible for overall project management and 
implementation. The Ministry of Agricultural Development (MOAD)3 is the implementing agency 
for agriculture development support activities; MOAD discharges its responsibilities through the 
Department of Agriculture (DOA) and the Nepal Agricultural Research Council. 

3. Some of the targets for the project were revised at midterm because of cost escalations 
and unanticipated changes in engineering designs.4 Two peripheral activities planned while 
designing the project were cancelled during review missions in 2009 and 2010—demonstration 
of small-scale irrigation through district development committees and rehabilitation of previously 
completed schemes with major damages.5 The project’s monitoring framework was revised on 
25 January 2011 through ADB’s approval of a major change in project scope. 

B. Performance of the Project 
 
4. The project continues to show good performance and is on track to achieve its intended 
outcome. It has now substantially achieved the physical outputs agreed during the midterm 
review. The target number of subprojects was 101, with irrigation coverage of 13,700 hectares 
(ha), and 111 subprojects are being completed, with irrigation coverage of 15,677 ha. The 
beneficiary population is expected to be 178,285 (target: 115,600).  

                                                
1
  ADB. 2004. Report and Recommendation of the President to the Board of Directors on a Proposed Loan to the 

Kingdom of Nepal for the Community-Managed Irrigated Agriculture Sector Project. Manila. 
2
  The Ministry of Water Resources (MOWR) was the executing agency at the time of loan approval. MOWR was 

dissolved in June 2009 and became the Ministry of Irrigation. 
3
  The name of the ministry was changed from Ministry of Agriculture and Cooperatives to Ministry of Agricultural 

Development in May 2012. 
4
  Appraisal estimates were based on a few sample subprojects and excluded costs for construction supervision, 

environmental management plans, physical contingencies, price escalation contingencies, and value-added tax. The 
higher cost was also due to higher-quality technical specifications with greater attention to delivering water more 
efficiently, and durability. 

5
  These smaller irrigation schemes are covered under Grant 0219: Community Irrigation Project, which was approved 

in September 2010. 

http://adb.org/Documents/RRPs/?id=33209-014-3
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5. DOI’s institutional strengthening and project management consultants prepared a project 
completion report in November 2013. To gain an understanding of the progress achieved toward 
the expected outcome, the consultants carried out a detailed assessment of the implementation 
and outputs of 12 sample subprojects. The assessment showed that the implementation had 
been generally successful, and the outcome and outputs had been substantially achieved. The 
average increase in cropping intensity was 28% against the project’s target of 40%. However, 
two subprojects in the Terai were only recently completed and were not able to take full 
advantage of the improved infrastructure. Without these two subprojects the average increase in 
cropping intensity was 30%. Crop production has increased by 42,000 tons (target: 32,100 tons); 
the average increase in crop yield was about 40%, exceeding the target of a 30% increase. 

1. Delivery of Expected Outputs 

6. Participatory planning and beneficiary mobilization. WUAs have been formed and 
strengthened in all subprojects, and all WUAs have complied with the principal requirements of 
the project, including beneficiary contributions. The total value of the WUA contribution is 4.53% 
of the total construction cost. The project established good procedures for joint beneficiary–
government planning for improvement of the irrigation systems. Women's representation in WUA 
executive committees was achieved at 30% (target: 33%), with 6% in a leadership position. Local 
nongovernment organizations (NGOs) were engaged to provide social development services in 
subproject areas. Their performance varied and DOI staff found it difficult to effectively monitor 
their work. The implementation modality for social mobilization expertise has been simplified and 
streamlined for CMIASP–Additional Financing (CMIASP-AF). The main project implementation 
and management support consultants will engage the social mobilizers. 

7. Irrigation and associated infrastructure. Of the 111 approved subprojects, 76 have 
been completed, and in 66 of those test runs have been carried out. Responsible DOI staff and 
WUA representatives have jointly certified the satisfactory performance of the systems. Of the 
35 subprojects with ongoing construction, 11 are substantially complete and 8 are more than 
80% complete; the completion rate in the remaining 16 subprojects is 60% or less. It is expected 
that all subprojects will be completed by September 2014.  

8. The quality of the construction works performed by both contractors and WUAs has been 
generally satisfactory. The quality of works carried out by WUAs through community 
procurement is at par with and sometimes better than that of contractors, and generally WUAs 
were more on time than the contractors. Construction monitoring committees comprised of WUA 
representatives were established and trained to supervise the contractors on site and report their 
observations on quality and progress to DOI’s subproject manager. Construction supervision by 
DOI will be improved during the rest of the project in light of lessons learned so far. DOI has 
agreed to enforce certain contractual requirements such as (i) contractors providing and DOI 
staff monitoring against a quality assurance plan, and (ii) contractors rectifying defects during the 
“maintenance period” after final payment. The tendering process will also be improved by 
(i) providing sufficient consultant support for the preparation and review of bid documents, 
(ii) revising the qualification criteria to target good-quality local contractors, and (iii) specifying all 
individual structures to be built in each contract’s bill of quantities. DOI management has also 
agreed to more closely monitor and evaluate the performance of its staff responsible for 
supervising subprojects, and is establishing a performance-based incentive system to recognize 
the best-performing field staff.  

9. Agricultural development and livelihood enhancement. Agricultural development and 
livelihood enhancement plans were prepared for each subproject and have been implemented in 
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all but the last batch of subprojects. The impact of the plans has been positive. In particular, seed 
kit distribution programs enabled farmers to test better crop varieties and collectively order the 
chosen varieties. Likewise the seed multiplication training resulted in faster seed replacement 
rates. Groups of beneficiaries from disadvantaged populations were formed and activities were 
targeted to their needs, such as beekeeping and mushroom cultivation. In agricultural and 
livelihood enhancement activities, 48% of participants were female (target: 35%). The 
agricultural development program has been enhanced for CMIASP-AF by factoring in the 
experience gained so far in the project. The livelihood enhancement program has been 
mainstreamed into the agricultural development program to simplify implementation. 

10. Support for sustainable operation and maintenance. Social and institutional 
development focused on strengthening WUAs to independently manage their irrigation systems. 
The project trained leader farmers in preparing operation and maintenance (O&M) plans, but 
more hands-on technical assistance is required during CMIASP-AF to ensure that these plans 
are implemented. DOI’s initial findings indicate that relatively few WUAs have to date collected 
irrigation service fees. However, the 0.5% cash collected from each WUA at the early stage of 
subproject preparation is likely to be used for emergency repairs. To foster sustainability, DOI 
plans to dedicate some consulting resources to further guide WUAs in the completed subprojects 
in institutionalizing O&M. The additional financing project has set a target of having an O&M and 
financing mechanism established for each WUA. 

11. Once the irrigation infrastructure is approved, equitable and adequate water distribution 
systems should be established to optimize agricultural productivity. The current project did not 
allocate resources or expertise to guide WUAs in constructing water courses to bring water to 
farm fields, or in agreeing on water distribution arrangements. Project staff trained WUA leaders 
to prepare water management plans, but the quality of the plans has been assessed as 
insufficiently detailed and not adequately tailored to the needs of each irrigation system. 
CMIASP-AF has significantly enhanced procedures and implementation arrangements for 
building WUA capacity in integrated crop and water management. 

12. Institutional strengthening and project management. The following key policy and 
institutional reforms were achieved under the current project: revision of the irrigation policy, 
drafting of a new integrated water resources management policy, preparation of a national water 
plan, development of improved and streamlined procedures for managing FMIS projects, 
preparation of guidelines for quality control, and development of an institutional vision and 
strategy for DOI. The next phase of policy and institutional reforms will be supported through 
additional financing, including preparation of an irrigation act, update of the irrigation regulation, 
preparation of guidelines for management transfer, and establishment of mechanisms for regular 
support for damaged schemes. 

2. Satisfactory Implementation Progress 

13. As of 28 February 2014, overall physical progress was estimated at 96% against an 
elapsed loan period of 94%. The cumulative contract award was $16.13 million (89.6%) and 
disbursement was $15.25 million (84.7%). Of the $7 million OPEC Fund for International 
Development loan, the cumulative contract award is $5.88 million (84%) and disbursement was 
$4.33 million (61.85%). The current project is expected to complete the remaining works by the 
loan closing date of 30 September 2014. Due to construction bids substantially below 
engineering cost estimates and significant currency fluctuation, $2 million of the loan was 
cancelled in November 2013. Compliance with loan covenants and environmental and social 
safeguards is satisfactory. The eligibility requirements for additional financing have been met.  
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14. Implementation progress was slow during the early stages of the project’s implementation 
period. This was primarily because implementation procedures were not simple and clear to 
consultants and government staff, and only three subprojects were prepared during the design 
stage, and even these were not ready for implementation. The current project now has a strongly 
performing project management team, and simplified and template-driven procedures that are 
familiar to DOI and DOA staff across the 35 participating districts. DOI and DOA are also now 
well coordinated to implement their respective roles. 

3. Satisfactory Compliance with Safeguard Policy Requirements 

15. Initial environmental examinations were prepared as required. Monitoring of the 
environmental management plans has been carried out and any residual adverse impacts 
mitigated. However, improvements are needed in the areas of occupational health and safety 
requirements for workers, restrictions on the use of firewood for cooking and heating, 
management of spoil, and compensatory plantation for cleared trees. 

16. Resettlement plans and due diligence reports were also prepared consistent with the 
project’s resettlement framework. All land acquired was voluntarily donated and due diligence 
was conducted to ensure donation without coercion or impoverishment. WUAs compensated 
land donors through measures such as exempting them from paying the beneficiary contribution, 
providing them with occasional work, giving them income generation and agriculture 
development training, and granting priority in water distribution. 

4. Successful Management of Risks 

17. The following risks were identified during the design of the current project: (i) insurgency, 
(ii) WUA sustainability, (iii) interagency coordination and governance, and (iv) implementation 
delay. The political conflict in Nepal resulted in the delay of project signing and effectiveness, but 
afterward was mitigated by awareness raising and information dissemination. WUAs have been 
strengthened to independently manage their systems, but more can be done to improve O&M 
sustainability (para. 10). Inter-agency coordination between DOI and DOA and timeliness of 
project implementation have significantly improved during project implementation. In general, the 
project’s risks have been successfully managed.  

5. On-Track Rating 

18. The project performance rating has been on track since the third quarter of 2012. 

D. Conclusion 
 
19. Experience in the irrigation subsector demonstrates that significant agricultural 
productivity gains are possible with (i) better water distribution, (ii) more efficient water 
application, (iii) effective O&M systems, and (iv) greater cost recovery. The project has 
performed well. The government estimates that a large number of FMIS, with a combined 
command area of around 250,000 ha, never received assistance. Additional financing for the 
current project will allow rehabilitation and expansion efforts to reach a larger number of irrigation 
systems. The government has a pipeline of additional irrigation systems for consideration, and 
82 such systems have been prepared for financing. A first batch of subprojects will be ready for 
tendering after approval of the additional financing. Key improvements have been made to 
CMIASP design to improve system sustainability and efficient on-farm water management. The 
project’s institutional structures and staffing are effective. In summary, additional financing is 
warranted to meet additional demand.   


