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2222....    Project Objectives, Financing, Costs and ComponentsProject Objectives, Financing, Costs and ComponentsProject Objectives, Financing, Costs and ComponentsProject Objectives, Financing, Costs and Components ::::
An IDA credit of US$150 million, to support the project, was approved in FY85 and closed in FY97 four years late. 
This important and long-planned project aimed to solve the serious environmental and social problems in the Lower  
Indus irrigation areas. The project was to be implemented over FY86-FY93 and was designed to improve those  
irrigated but impoverished areas of the left bank of the River Indus in Sindh Province which were worst affected by  
waterlogging and salinity.  Project objectivesProject objectivesProject objectivesProject objectives  in the SAR were stated in over-simple physical terms: (a) to provide 
surface drainage for about 516,000 ha of cultivated area; (b) provide subsurface drainage relief for about  392,000 ha 
of cultivated area, and (c) transport of excess water and salts out of the area .  ComponentsComponentsComponentsComponents  were: (i) remodeling and 
completion of the main outfall drain to the ocean, including providing maintenance facilities;  (b) construction of a 
surface and subsurface drainage systems over about  970,000 ha, including extending power lines for pumping and  
providing for maintenance facilities;  (iii) remodeling and rehabilitation of associated irrigation works : (iv) consulting 
services and training, and (v) a monitoring and impact evaluation program.  In 1993, after a midmidmidmid----term reviewterm reviewterm reviewterm review     (MTR), 
the project objectives were expanded to improve social and financial sustainability by including decentralization,  
beneficiary participation and private sector dimensions .  FinancingFinancingFinancingFinancing  comprised the IDA grant of US$150.0 million 
/actual 140.5, and seven cofinanciers led by ADB (122.0/209.9), SFD (52.0/63.8) and DFID (35.6/35.6), including 
some cofinancing still to be disbursed to complete the project .  The total costcostcostcost when the IDA credit closed was 
US$845.1 million, but this is expected to rise to US$1,021 million when the project is completed in 2002.  The 
estimated cost at appraisal was US$635.7 million, indicating a cost overrun of  61 percent which was caused mainly  
by security-related problems, substantial additional works not identified at appraisal, design changes and weak  
contractors.

3333....    Achievement of Relevant ObjectivesAchievement of Relevant ObjectivesAchievement of Relevant ObjectivesAchievement of Relevant Objectives ::::
At credit closing the physical works were substantially complete, with some drainage areas still to be connected, and  
irrigation improvements not in place in small areas, including that the major off -stream reservoir was delayed by 
resettlement problems.  Even so, production, social and institutional benefits, although delayed, are considerable  
and should grow.   Project works are being completed under the National Drainage Program  (Cr.2999-PAK).  
Outcome is rated marginally satisfactory, since the process has been long and tortuous, costs have risen greatly,  
and the project will not be completed for four years .  The satisfactory reestimated ERR does not include substantial  
sunk costs incurred by government prior to IDA involvement .

4444....    Significant AchievementsSignificant AchievementsSignificant AchievementsSignificant Achievements ::::
After long delays dating back to original planning of LBOD in the mid -1960s, the project has helped to put in place  
one of the major pieces of infrastructure required for sustainable irrigation in Sindh Province's left bank .  The main 
drain was completed to allow discharge of salt and storm water to the sea . Watercourse level works exceeded  
targets (channel rehabilitation and land leveling ). Substantial crop production increases attributable to the project  
have been identified by impact studies, and further increases may be expected as works are completed in the final  
areas. Some improvement in land tenure patterns have been identified and women's groups are being formed to  
pursue their concerns. The redesigned project became a model for reshaping the strategy for resolving funding and  
O&M problems in the country's irrigation and drainage system, it demonstrated the economic and technical efficiency  
of major drainage technologies and tested some novel drainage techniques in a developing country .  The Bank and 
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cofinanciers did well to pull the project round after an inauspicious beginning .

5555....    Significant ShortcomingsSignificant ShortcomingsSignificant ShortcomingsSignificant Shortcomings ::::
Project implementation was significantly delayed by a combination of deficiencies in the initial design  (which 
emphasized physical construction and neglected social, institutional, fiscal and sustainability aspects ), prolonged 
law and order problems in the interior of Sindh, unusually heavy rainfall in three years  (1988,1992 and 1994), design 
changes requested by cofinanciers, and poor performance by contractors . The closing date was extended by four  
years, but the ICR estimates that another four years will be required to complete the planned work . The original 
project design is very dated by current standards, with its exclusive focus on engineering construction to solve  
complex technical, environmental, financial and social problems .  Even so, the appraisal engineering proposals  
seriously under-specified the works required and were based on inadequate information on local conditions  (soils, 
hydraulics/hydrology and topography). The failure to complete the storage scheme has delayed getting additional  
surface supplies to poor farmers in the tails of the system . The M&E component was flawed in design and execution,  
despite efforts by both borrower agencies and financing partners to resolve its problems .

6666....    RatingsRatingsRatingsRatings :::: ICRICRICRICR OED ReviewOED ReviewOED ReviewOED Review Reason for DisagreementReason for DisagreementReason for DisagreementReason for Disagreement ////CommentsCommentsCommentsComments

OutcomeOutcomeOutcomeOutcome :::: Satisfactory Marginally Satisfactory See Block 5

Institutional DevInstitutional DevInstitutional DevInstitutional Dev .:.:.:.: Substantial Substantial

SustainabilitySustainabilitySustainabilitySustainability :::: Likely Likely

Bank PerformanceBank PerformanceBank PerformanceBank Performance :::: Satisfactory Satisfactory

Borrower PerfBorrower PerfBorrower PerfBorrower Perf .:.:.:.: Satisfactory Satisfactory

Quality of ICRQuality of ICRQuality of ICRQuality of ICR :::: Satisfactory

7777....    Lessons of Broad ApplicabilityLessons of Broad ApplicabilityLessons of Broad ApplicabilityLessons of Broad Applicability ::::
(a)  major multi-disciplinary schemes of this type and complexity require a higher order of preparation and detailed  
planning than either the Bank or borrower were accustomed to at the time;  (b) in the interests of efficiency and cost  
containment the Bank needs to take early and determined action to resolve problems on slow moving projects;   (c) 
complex engineering/social programs need careful analysis of institutional capabilities and risks as critical inputs to  
realistic scheduling, and some contingency time built into the program .

8888....    Audit Recommended?Audit Recommended?Audit Recommended?Audit Recommended?     Yes No
Why?Why?Why?Why? To examine further: (a) sustainability, including drainage technology and performance, O&M  

performance, the role of the FOs, and plans for future operation of the system;  (b)  contracting arrangements, incl . 
construction quality (there is a history of construction quality problems in Pakistan but the  (IDA) ICR refers only to 
"weak contractors" and to remedial work being needed - see ref. by borrower on p.71 to serious problems with the 
"tidal link"); (c) reasons for delays in reservoir construction;  (d) social/equity impact, and (e) to review the ERR 
estimate.

9999....    Comments on Quality of ICRComments on Quality of ICRComments on Quality of ICRComments on Quality of ICR ::::    
The quality of the ICR is rated satisfactory, but would have been improved if the following points had been taken into  
account: (a) discussion of the problems of weak contractors and the need for remedial works;  (b) discussion of 
maintenance performance (a perennial problem in Pakistan), in addition to arrangements for  future O&M; and (c) a 
more substantial lessons learned section is appropriate for such a large and important project  - the current one is 
narrowly focused on only M&E and indicators  (items a, b and c) and resettlement problems (items d and e).


