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Ms. S. Malathi
Chief Secretary
Government of Tamil Nadu

Secretariat, Fort St. George
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Dear Ms. Malathi:

INDIA: Tamil Nadu Irrigated Agriculture Modernization and Water-Bodies
Restoration and Management (IAMWARM) Project- Implementation Support Mission
February 1-10, 2011

We would like to thank the Multi-Disciplinary Project Unit and all the project
counterparts who contributed to hosting the recent implementation support mission for
the TNIAMWARM Project and for arranging the extensive program of field travel. We
would also like to thank you for your continued support to this important Project. Please
find enclosed the Aide Memoire of the mission. While the Aide Memoire provides full
detail on the work and results of the mission, we would like to summarize the key points
here.

Project performance: The Project continues to progress well where institutional
capacity exists, but continues to lag in those areas where institutional capacity needs to be
created. An area of particular strength is the Agriculture Intensification and
Diversification Component. The activities of the participating line departments and
TNAU are pointing the way to improved crop and livestock yields and increased farmer
incomes. The achieved results will need to be further strengthened during the remainder
of the Project life and beyond. Further, it will be important to document these
accomplishments adequately. As an important part of that effort, the M&E efforts under
the Project need to be given top priority. The issue of demonstrated linkages between
urigation rehabilitation and modernization, and improvements in the agricultural
economy, is of particular importance, and the TNIAMWARM Project is well positioned
to achieve success on this.

The mission also noted during its field visits that correct construction procedures
conforming to technical guidelines and quality control requirements were being followed
under the Irrigation Systems Modernization Component. The recent hiring of the Third
Party Construction Quality Supervision Consultant will be an important element in
ensuring that construction is of high quality across the board.

Progress continues to be less than planned for the components devoted to
Institutional Modernization for Agriculture and to Water Resources Management.
Success in these areas is important for addressing sustainability of water use, and in
underpinning and enhancing the improvements in yields and farm incomes noted above.
But these are also areas that go beyond the traditional orientation of WRO and will
require a vision of, and commitment to, successful change that remains lacking.
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During the mission agreement was reached on a strategy for moving forward with
strengthening the Water Users Associations (WUAs). Along with this, following the
conclusion of the mission the Support Organizations for WUA development were hired.
This work is important for ensuring that water is used more effectively at the village
level. The Bank Task Team will be tracking this issue closely.

The mission noted little if any demonstrative progress on establishing the State
Water Resources Management Authority (SWARMA). The primary purpose of creating
SWARMA is to have an apex body for providing policy guidance, particularly on the
important issue of longer-term sustainability of water use in Tamil Nadu. It is now clear
that to be successful; this will require leadership and commitment from high levels in
GoTN.

Project ratings: On the basis of the improvements noted in the Irrigation Systems
Modernization Component, agreement on the approach for moving forward on WUA
development, and continued strong performance under the Agriculture Intensification and
Diversification Component, the mission has raised the Development Objective rating of
the Project from Moderately Satisfactory to Satisfactory. The rating for Implementation
Progress remains Moderately Satisfactory.  Raising this rating will depend on
accelerating the pace of completion of the Phase III works and moving promptly into
Phase IV of the Project. In that regard, it is important to emphasize the need for prompt
issuing of Administrative Sanctions, as delays in these have been a factor in putting
project implementation behind schedule.

Project savings: Previous missions have noted the need to reach decisions on the
disposition of savings that have accumulated in the Project. These total approximately
Rs. 200 cr. The mission reviewed a number of proposals for additional spending under
the Project, approving some and requesting additional information on others.  The
mission noted that with the Project Closing Date now barely two years away, that time is
running out for undertaking any substantial new investments and that these will need to
be submitted to the Bank for consideration by May of this year. At that time, an
assessment will need to be made of the plan for utilization of the savings and possible
cancellation of the remaining amount.

Thank you for your continued support of this important project. Please do not
hesitate to contact Mr. Edward Cook (em: ecook@worldbank.org) fo any clarification on
the letter or the aide memoire attached.

With regards,

Yours sincerely,

Roberto Zagha
Country Director, India
Attachment: Aide Memoire
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ce: Mr. Venu Rajamony, Joint Secretary (MI), Department of Economic Affairs,
Ministry of Finance, Government of India
Ms. Kavita Prasad Director, Department of Economic Affairs, Ministry of
Finance, Government of India
Mr. D.V.Singh, Secretary, Ministry of Water Resources, Government of India
Mr. G. Mohan, Special Secretary, Ministry of Water Resources, Government of
India
Dr. V.V. Sadamate, Advisor, Planning Commission, Government of India

Mr. Rajaretinam, Secretary to Chief Minister, Government of Tamil Nadu

Mr. K. Dhanvel, Secretary to Government Public Works Department,
Government of Tamil Nadu

Mr. K. Shanmugam. Principal Secretary, Finance, Government of Tamil Nadu
Dr. P. Rama Mohana Rao, Secretary, Agriculture, Government of Tamil Nadu
Ms. M. P. Nirmala, Secretary Animal Husbandry and Fisheries, Government of
Tamil Nadu

Mr. Vibhu Nayar, Project Director, IAM WARM Project, Government of Tamil
Nadu

Mr. S. Kumaresan, Engineer-in-Chief, Water resources Organization,
Government of Tamil Nadu



AIDE MEMOIRE

TAMIL NADU IRRIGATED AGRICULTURE MODERNIZATION AND WATER-BODIES
RESTORATION AND MANAGEMENT PROJECT (TN-IAMWARM) - IMPLEMENTATION
SUPPORT MISSION (FEBRUARY 1 -10, 2011)

Project Data Current Ratings and Flag
\Board Approval Date 01/23/2007 Summary Ratings Last ow
[Effectiveness Date 04/09/2007 \Development Objectives MS N
Closing Date 03/31/2013 Implementation Progress MS MS
MTR date- Actual 03/05/2010 Project flags None  None
Original Loan Amount US$483 million
Amount Disbursed’ US$180.93 million

I- Introduction

1. A World Bank team’ undertook an implementation support mission for the TN-IAMWARM project
during February 1 to 10, 2011. Following two full missions in February/March 2010 for the Mid Term
Review (MTR) and September 2010, it was agreed with the Project that this mission would be of an interim
nature and focus on providing the new Task Team Leader from the Bank ample exposure to Project activity in
the field. As the mission was somewhat reduced in size, specialists for some line departments were not
present. These areas will be covered more intensively during the next implementation support mission, which
is tentatively scheduled for May/June. The mission would like to thank all Government of Tamil Nadu
(GoTN) officers and staff of all implementing agencies and of the Multi-Disciplinary Project Unit (MDPU)
for their hospitality, collaboration and for facilitating the extensive field visits that were carried out. The
wrap-up meeting was held in on February 10, 2011, and was chaired by the Secretary, Finance. A draft copy
of the Aide memoire was discussed during the wrap-up meeting.

I1- Overview of Main Issues

2. The Project continues to function well where existing institutional capacity is strong and less so
where institutional capacity building is required. The mission does note, however, actions taken to strengthen
Component C, Institutional Modernization of Irrigated Agriculture, as well as steps taken since the last
mission to ensure adherence to necessary quality standards under Component A, Irrigation Systems
Modernization. This, in combination with continued gains in momentum under Component B, Agricultural
Intensification and Diversification, lead the mission to raise the Development Objectives rating of the Project
from Moderately Satisfactory to Satisfactory. Going forward it will be important to consolidate these gains,
in particular through demonstrating successful models for Water User Association (WUA) operation and
effective water management at the village level, demonstrating scaled-up supervision of construction quality
with the assistance of the recently hired Third Party Quality consultant, and developing the operational plan
for the State Water Resources Management Agency (SWARMA).

3. The mission was encouraged to see the adoption of improved methods and quality control practices
with respect to the tank bund work. The ability to monitor quality, and to identify and address cases of

' See Section VI- Financial management & Disbursement for more details on disbursement figures.
% The Team consisted of Edward Cook (TTL). Anju Gaur (Water Resources Management Specialist), Ranu Sinha (Operations

Analyst), Mohan Gopalakrishnan (Senior Financial Management Specialist), Dhirendra Kumar (Senior Procurement Specialist), R.K.
Malhotra (Construction Quality Specialist), and Benjamin O’Brien (Agricultural Specialist).



deficiencies in construction will be bolstered by the hiring of the Third Party Construction Quality consultant,
which has occurred subsequent to the mission’s departure. The mission also observed continued progress in
conducting of demonstration activities under Component B of the Project and the expansion of impact area
resulting from those demos. Reported yield increases, and increases in farmers’ income, are substantial. For
appropriate documentation of these benefits, as well as the related Project Development Indicators, work of
the Monitoring &Evaluation Consultant will play an important role both through the household survey work
and through putting in place the Project Monitoring Information System. Activities under Component C
remain relatively weak, though draft contract signing with the Support Organizations (SOs) for WUA
capacity building, which was concluded soon after the mission’s departure, will be an important step forward.
During the mission agreement was reached with the Project on a more elaborated strategy for improving
water management at the local level that will draw upon the work of the SOs along with capacity building of
WRO and other Government staff to address observed inefficiencies in WUA functioning and engrained
obstacles at the local level to achieving the critical Project goal of improved efficiency and sustainability of
water use. Little progress has been made under Component D, Water Resources Management. At this point
the situation calls into question WRO’s commitment to the water resource management improvement
measures at the sub-basin and higher levels that were agreed to an appraisal and included in the Project
design. Due to the interim nature of this mission, needed attention could not be devoted to this issue, but it
will be a focus issue leading up to the next implementation support mission. As a basic step, submission of
the work plan for the SWARMA for review is required. This has long been delayed and during the previous
mission was agreed to be provided by November 15, 2010.

4. With respect to the pace of Project implementation, the mission was able to clear some important
pending procurement documents. These included the revised bidding documents for the 55 packages for
Phase III in Madurai region that have been subject to rebidding. Virtually all pending Detailed Project
Reports for Phase IV were cleared by the conclusion of the mission. It is hoped that the process of
Government sanction can now be expedited to allow Project implementation to make up for ground lost
during the past year.

5. The mission received a number of proposals for additional project activities to be financed out of the
accumulated Project savings of roughly Rs 200 cr. Comments have been provided on some, while others will
require additional elaboration. Furthermore, the Government is considering the possibility of identifying
additional eligible sub-basins for inclusion in the Project. Given the amount of time remaining until Project
closing, the possibility of realistically including new activities is becoming increasingly dubious. Any
substantial new areas of investment will need to be raised and vetted by May, 2011.

6. Based on demonstrated progress in Components A and B, and agreement on next steps for
implementation of Component C, the mission has raised the Development Objective rating of the Project to
Satisfactory. The Implementation Rating can be increased to Satisfactory once disbursement under the Phase
111 contracts picks up pace.

7. Key agreed actions are as follows:

S.No | Actions : Date by Responsibility
1 Contract signing for the Third Party Construction Quality consultancy. (done) | Feb. 15, 2011 WRO, MDPU

2 Contract signing for 10 Support Organizations. (done) Feb. 15,2011 WRO, MDPU

3 Revised target for implementation of Micro Irrigation System. (pending) Feb. 20, 2011 AED, MDPU

4 Finalize SWaRMA work plan and send to Bank for clearance (pending) Feb. 28, 2011 WRO, MDPU

5 Workplan for SO capacity building for first year. March 20, 2011 | MDPU




II1. Component Assessments
Component A: Irrigation Systems Modernization in a Sub-basin Framework

8. All 76 packages under Phase I sub basins have been awarded, 73 have been completed, and 3 are
under implementation. The overall completion level is about 92 % (88 % last mission). As of December 31,
2010, an expenditure of Rs. 413 crores is reported to have been incurred on phase I packages against a total
agreed value of about Rs. 450 crores. Region wise progress for phase I civil works on December 31, 2010, is
about 78 % in Chennai Region ( 66 % last mission ), 96 % in Pollachi Region, 89 % in Trichy Region ( 85 %
last mission ) and 93 % in Madurai Region ( 92 % last mission ).

9. There is also good progress on the execution of Phase II packages. All 43 packages worth Rs. 189
crores have been awarded, with 29 packages completed and 14 packages under implementation. As of
December 31, 2010, the region wise progress for Phase II civil works is about 77 % in Chennai Region, 72
% in Trichy Region, and 87 % in Madurai Region. The overall financial completion level is reported to be 77
% (67 % last mission).

10. In respect of 30 Phase 111 sub basins comprising 136 packages estimated to cost about Rs 400 crores,
bids for 88 packages worth Rs. 229 crores were received and contracts awarded for 78 packages and TAC
clearance is awaited for 10 packages. Bids for the balance 48 packages are still to be invited. It is satisfying to
note that out of the awarded 78 packages, works have since commenced in 31 packages and are expected to
commence in the balance 47 packages by February 28, 2011. As for the said 48 bids to be invited, 11
packages come under prior review, which the Bank has cleared in the current mission.

11. The proposed 5 DPRs for Phase IV sub basins, costing about Rs .167 crores, presented by the project
were examined by the current mission and cleared.

12. Construction Quality Control / Quality Assurance and Quality Management System. The mission
made field visits to selected ongoing packages in Phase III sub basins and some completed / nearing
completion packages in Phase I and Phase II sub basins in Chennai and Madurai regions. It was encouraging
to observe that correct construction procedures conforming to technical guidelines and quality control
requirements were being followed on the execution of rehabilitation works relating to strengthening of tank
bunds, re-construction of irrigation sluices, repairs to body walls of masonry weirs / anicuts through
reinforced concrete skin wall treatment, concrete bed bars in supply channels, and appurtenant works.

13. In respect of tank bunds, it was satisfying to note that in most of the tanks the earthen embankment
section had been raised and strengthened to specified density through deployment of power rollers / vibratory
power rollers with the earth fill on slopes also adequately compacted by hydraulic excavators incorporating
steel plate fixture to their booms. In isolated tanks, improvements were needed to address the grey areas
associated with loose earth fill on side slopes and occurrence of cracks in some reaches. In one such tank in
Chennai region, WRO engineers are reported to have initiated immediate action to rectify these deficiencies.
In the other such tank in Madurai region, it was assured by WRO engineers that the needed rectifications
would be undertaken promptly. Regional Chief Engineer informed the mission next day that the rectification
works had been initiated and would be completed within a week. The mission was pleased to observe that, in
response to the broad guidance provided by the September 20-28, 2010 mission, the construction agency had
arranged and deployed a state-of-art vibratory power roller ( capable of working on slopes ) for speedy and
quality compaction of earth fill on side slopes of L.Venkateswarapuram tank bund in Madurai region. Proper
compaction of earth fill being of paramount importance, such commendable intervention in combination with
standard power rollers and rig mounted plate compactors should be adopted across all Phase 111 packages. In
respect of the tank bunds strengthened in Phase I and Phase I sub basins, the respective regional Chief
Engineers should arrange to carry out comprehensive inspections to identify all such tanks as were associated
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with loose side slopes, cracks and gullies etc and, thereafter, undertake needed remedial measures promptly
to address these deficiencies.

14. The mission observed the quality management system to be functioning well. Awareness on
construction quality was very much evident to the mission during interaction with WRO engineers,
construction agencies, and WUAs. The O.K.Card system in Tamil language involving the contractors,
engineers, as well as WUAs is now firmly established and is proving effective in promoting construction
quality and providing accountability as well. Procurement of testing equipment and training of construction
and quality control engineers has greatly helped in the expeditious conducting of quality control tests in-house
by them. However, more testing equipment would be needed to cope with the Phase III works load.
Strengthening of tank bunds, being a major item of work in Phase III and IV packages, expediting actions for
commissioning of the available 4 nuclear density testers the soonest possible would prove to be highly useful
for very rapid on-site density testing of compacted layers of earth fill.

15. It was agreed that the contract for the Third Party Construction Quality Supervision Consultancy will
be signed by Feb. 15, 2011. This will provide necessary support to the quality management system. Other
agreed actions are as follows:

SL Actions Date by Responsibility
No.
1 Procurement of balance core cutters, speedy moisture meters | March 31,2011 | WRD

and weighing balances for handling quality control testing in
Phase IIl & Phase IV Rehabilitation works in Madurai and
Chennai Region be completed

2 Regional Chief Engineers to arrange comprehensive | April 30, 2011 WRD
inspections of the reportedly completed Phase I and Phase II
packages and identify all such tanks as were associated with
loose earth fill on side slopes and deep erosion gullies or any
other deficiencies and undertake prompt corrective measures
to address the deficiencies

3 Engineer-in-Chief to expedite requisite actions and ensure | March 31, 2011 | WRD
commissioning of the available 4 Nuclear Density Testers for
deployment on the strengthening of tank bunds in Phase III
and Phase IV rehabilitation works

16.  Modernization of PAP operation system. The team reviewed the PAP canal system to understand the
application of automation. Over the years, the irrigation system has been through several modifications in
terms of canal operation and command area. Now it serves double the designed command area and the canals
run substantially below the designed capacity. The command area has been divided into four zones with
alternate canal system where water is supplied based on a fixed rotation basis. The rotation ensures water
supply for a season during alternate years to a particular zone. Accordingly, the regulation system is set for a
season (135 days) and is operated on a fixed rotation with a target to supply the water to a field for 7 times in
a season. The offtakes, i.e. branch/distributaries, also run continuously or on a fixed rotation for four zones
with allocated discharge (50% below design discharge). As such the scope for automated regulations is
limited excepting to adjust the offtake gates during fluctuations in upstream level. If some mechanism was
worked out to stabilize the levels in upstream reaches, there will be hardly any scope to regulate off-takes.

17. Since the system is operating differently than it was designed for, it would be worthwhile to revisit
the entire system, redesign the regulators to stabilize the water levels and explore other opportunities to
modernize the system operation. Here modernization does not mean lining the system or re-sectioning the











































































