CHAPTER   VIII

THE LESSONS LEARNED FROM THE UNDP/GEF HILLY HYDRO PROJECT

The project having been concluded in December, 2003 it may take some more time for the substantial results of the project to emerge.  However, it is possible to list out some of the significant early lessons that have been learned through the project, which would be useful in the proper planning and initiation of other projects of a similar nature in the days to come.

1. The project has correctly identified and articulated the felt needs of the remote hilly regions of the country and have demonstrated that it has a strong direct relationship with future sustainable regional development and prosperity of these regions.

2. The project has actively and strongly renewed the governments attention to the small hydel sector and has substantially strengthened the confidence and perception of various participating agencies towards the relevance and utility of small hydel projects in remote hilly areas. Renewed support by the Central Government is thus vital for sustaining the Small Hydel Sector through effective policies and programmes to strengthen SNAs, NGOs and Private Developers.  

3. The project has significantly helped in creating and developing the required database for evolving future programmes by the participating States particularly through the formulation of a comprehensive Master Plan and Zonal Plans.  These would hopefully be built upon and refined by the participating States and additional resources needed for updating and refining these efforts by the State Governments should be provided to sustain the momentum gained in this regard.

4. The project has gradually but certainly created a ‘core’ group of trained and experienced personnel, which would prove to be a vital national asset in ensuring the continued and sustained development of this vital energy sector in the country.  This core group provides the human resource for further training in future projects.

5. Projects in the Small Hydel sector should specifically stress the importance of the strengthening of transmission and distribution infrastructure in the target areas.  Clear and adequate financial provisions should be made and earmarked for this purpose so that the State Electricity utilities are not further burdened but are enabled to actively participate willingly in the Small Hydel initiatives in the future.  

6. A project of this nature, which involves a multiplicity of inputs from and the concurrence and coordination of several Agencies should be attempted in two distinct phases namely a preparatory phase and implementation phase.  Moreover there is the need for a realistic time horizon for both phases.

7. The project, which involves the active participation and involvement of the local population both in the implementation and for deriving tangible benefits needs concerted efforts in mobilization of the local population right from the start.  Such an effort, which should form a part of the preparatory phase will enhance the speed of implementation and increase the impact of the project by ensuring that the local population evolve as active stakeholders and also develop a real sense of ownership in the project.  

8. Our study also indicates that such projects need to be integrated with other Rural Development Programmes being taken up in the impact area by the district and block administration in order to ensure complimentarily and back up support in various forms.  While the small hydel projects provides stable power in the area various farm and non-farm activities that use power as a necessary input could be initiated.  Concerted efforts are needed to take full advantage and realize these inter project linkages in order to ensure a bigger and speedier impact on employment and livelihood in the target areas.

9. Our study also points to the importance of constant monitoring and timely follow up action by the project-monitoring cell.  For carrying out its functions the PMC should be enabled to collect timely and accurate information from distant and isolated project locations which most-often is a challenging task.  Future projects should thus pay greater attention in creating the necessary communication and manpower systems for effective monitoring.  The connectivity among project sites within a participating State with a State level PMC which in turn can regularly feed the national level PMC with necessary information is a must in all future projects of this kind.  Adequate financial and administrative provisions must be made for putting in place at least a VHF communication network in each project cluster in order to ensure effective monitoring.  

10. With the projects explicit emphasis an improving techniques and adaptive transfer of appropriate technologies, international consultants are usually deployed. However one has to carefully choose those consultants who actually have adequate experience in working with and in developing countries.  This is necessary in order to ensure sustainable and viable solutions to problems specifically arising in the context of developing countries.

11. The training component of such projects requires a balanced selection and involvement of competent International and National Consultants.  Moreover these should be deployed till the full completion of the project in order to enable the fine-tuning and improved effectiveness of the training context as the project progresses. Much greater interaction of these consultants with the Technical Institutions needs to be ensured for better results in this regard.  Greater emphasis of hands on or shop floor training and apprenticeships at the sub project level is vital for building capacities at the operational level and this should be ensured in future projects.

12. Formal mechanisms should be created in future projects for the regular and active interaction among project consultants who are drawn from different disciplines and functional areas.  The timely exchange of ideas and views would go a long way in improving and enriching the implementation process.       

13. Early identification of ‘drop outs’ or ‘defaulters’ among the participating States as well as among the selected Technical Institutions is possible only if the ‘preparatory’ phase is followed by an implementation phase.  The actual involvement and commitment of the States and TIs should be assessed during the preparatory phase and necessary timely follow up action initiated so that the implementation phase is not delayed or disrupted.  

14. Strong and mutually supportive Centre-State relationships are vital ingredients for the success of such projects.  Future projects should thus ensure strong Centre-State supportive linkages by enlisting and ensuring the formal commitment of the Power Secretaries in all participating States, insist on the appointment of a Senior Officer from the concerned States as the State Level Project Coordinator, and also enter into an unambiguous and clearly articulated MOU with the concerned State Government appending therein the Implementation Agreement and Power Purchase Agreements.

15. And finally since the project lays particular emphasis on women in Development and as women constitute a substantial part of the local population sought to be benefited by the project, their active participation and involvement should be ensured by the Project Authorities.  Future projects of this kind must involve a significant number of women consultants, womens NGOs and Self Help Groups, particularly during the preparatory phase of the project.
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