CHAPTER   II

PROJECT IMPLEMENTATION

A CRITICAL ASSESSMENT OF THE IMPLEMENTATION PROCESS

The UNDP-GEF assisted India Hilly Hydro Project was conceived as an activity which was to be completed in a period of 42 months (31/2 years) corresponding to the end of the VIIIth  National Five Year Plan period so that it would provide a strong foundation for Small Hydro Development during the IXth Five Year Plan.

The project commenced in January 1995 and as such was to be completed by June, 1998.  However due to its slow implementation it could be concluded only in December 2003.  The project thus actually took an additional 51/2 years or 66 months to be completed which perhaps reflects that the time horizon was not realistic.  The task of effective and timely implementation within this short time horizon was particularly challenging considering that the project was not only addressing a very large and complex development issue but also hoping to make a very wide spread impact in as many as 13 Himalayan and Sub-himalayan States, spread over a vast geographical area.

We would therefore tend to agree with the views expressed by the mid term evaluation mission that the project could have been taken up in two distinct phases namely a preparatory phase of about 3 years, and an implementation phase of about 31/2 years, with the former preparing the basic ground work for the timely and effective execution of the implementation phase. The near simultaneous execution of all the activity blocks over a very short time span seems to have led to an ‘overcrowding’ of several activities leading to serious constraints in the coordination and implementation process.  As a result some extremely critical activity blocks necessary for the realization of the impact may have been neglected and only partially implemented.  This dilution in turn may have considerably reduced the expected impact particularly at the sub-project level if not at the overall national level.  It is therefore necessary for us to briefly assess the project implementation process on the basis of some broad or generalized but important parameters in order to carefully highlight the strengths as well as weaknesses in implementation that has affected the final impact of this project in terms of its basic objectives.

INSTITUTIONAL ARRANGEMENTS FOR PROJECT IMPLEMENATION: 

At the overall level the project has been well managed.  This has been particularly visible at the level of the Apex Executing Agency which is the MNES.  The regular monitoring of the project by the National Project Director (NPD) with the assistance of the Project Management Cell specially created in the MNES for this purpose, has in turn been regularly evaluated by the Project Execution Committee (PEC).  The project has also been monitored and occasionally evaluated by the Project Implementation Committee.  The project has also been audited annually by UNDP since its inception.  However, it needs to be mentioned that the one key functionary the NPD (who is the Member Secretary of the PIC) mainly responsible for the effective implementation of the project was changed several times creating discontinuities that may have in more ways than one, led to the slowing down of the implementation process.

As provided for in the Project Document a Tripartite Review Meeting is reported to have been held once in a year.  The frequency of these meetings could have been increased on noticing delays and time overruns in the implementation process.  This would have put the necessary pressure on all parties to speed up the implementation process.  Though the UNDP/GEF National Coordinator and his team did visit the project sites occasionally to assess the ground level situation relating to different activity blocks, these visits could have been more frequent and purposive while also leading to necessary and timely follow up initiatives particularly in relation to those activity blocks where progress was slow or inadequate.  These critical activity blocks, which suffered neglect would ultimately dilute the expected impact of the project. However, the overall financial support extended by the UNDP country office seems to have been both adequate, and timely.  

The general commitment of the Government at least in principle has been very significant however in actual practice it has varied at different levels. At the level of the Central Government the involvement and material support provided by the MNES has been substantial.  The National Project Director has right through the project-enjoyed adequate delegated powers for effectively carrying out his tasks, however the same cannot be said regarding the National Project Coordinator whose tasks and responsibilities were equally essential for the effective monitoring and implementation of the project.   As for the State Governments the level of commitment has certainly varied over the different participating States. While States such as Himachal Pradesh and Uttaranchal located in the Western Himalayas and with relatively greater geographical access to the Central Government in Delhi, have demonstrated a fairly high degree of commitment, others who are located in the Eastern and North Eastern Himalayas have shown little or at times no commitment to the project, with perhaps the exception of West Bengal and Assam.  This varying commitment may have been conditioned by the relatively greater access and interaction with the Central Executing Agency as well as the locational and logistic support received by some of them from the only Technical Institution namely the AHEC, Roorkee that was located closer to these  two States.  Moreover the State Nodal Agencies (SNA) in the more committed States were also relatively more developed and supported by the respective State-Governments as compared to others.  Due to these reasons the Project has generally failed to make a significant impact in most of the Eastern and North Eastern States though most of these are substantially endowed with small hydel potential.

It may be important to mention here that even in these States where the commitment towards the project was high or substantial the Nodal Agencies in these States have lacked the administrative strength to resolve various problems at the local level with other State Government Departments and Agencies.   In most cases the State Nodal Agencies have been left to fend for themselves without much support from the State Governments who have to nurture and strengthen them in order to effectively enable them to function and deliver outputs for which they have been set up.  The weaknesses of the SNA in terms of both manpower and physical and financial resources is perhaps the clearest reflection of the commitment that each State Government has had towards this project in particular and mini and micro hydel schemes in general.

The State Governments have also neglected the need to dovetail and coordinate this project with other development activities in the area.  Had there been a serious attempt at dovetailing programmes related to employment, entrepreneurship development, water supply and sanitation, village infrastructural asset creation programmes, horticulture and minor irrigation programmes, with these Hilly Hydro Projects the impact on the ground or on the beneficiaries in the targeted area would have been substantial in terms of achieving the employment, livelihood and regional development objectives of the project.

It was also observed that even though the Project Management Cell did establish mechanisms for monitoring and reporting with the various field level agencies actively engaged in the implementation of the project,   they did seem to have faced several difficulties in obtaining and timely gathering of relevant information and feed back from these various sources.  This was mainly on account of the absence of a State Level Project Coordinator who could be made clearly responsible and empowered with adequate powers and facilities for providing this information to the NPC.

The ‘Stakeholders’ of the Hilly Hydro Project who participated actively in the management of the project were the SNAs, the State Power Utilities, AHEC a few NGOs and some private developers.  However the local population and their representative organizations in the sub project areas particularly women, for whom a major stakeholder role had been visualized and clearly articulated in the project document were hardly involved in the management or monitoring of the sub projects and therefore never really developed a sense of ownership and stake holding in the project.  This non-involvement and neglect of the local population has been a major set back for the timely and effective implementation of the project and has diluted the actual and effective impact of the project.

THE EFFICIENCY OF THE PROJECT IMPLEMENTATION PROCESS:

At the overall national level it may be said that the project has utilized most of its resources in achieving its targeted outputs.  This is particularly reflected in the creation of a comprehensive Master Plan by the CES and detailed Zonal Plans by the AHEC.  However greater interaction and coordination between the CES and the AHEC could have helped in achieving these outputs in a shorter period of time as well as gone a long way in improving their quality and depth.

The active involvement and development of only one out of the three National Technical Institutions for capacity building, testing, research and consultancy which were considered to be vital ingredients for the success and sustainability of the project has been a major drawback for the project and has constrained the development of the Small Hydel Sector in many of the participating States and considerably slowed down the pace of implementation of the project.

As regards the national and international personnel deployed in the project their efficiency and effectiveness has not been as significant as desired.  A larger number of competent national consultants could have been identified and involved particularly those who had high competencies and capacities in ensuring greater peoples participation and more effective social marketing specially in relation to women beneficiaries of the targeted areas.

The training component and related inputs in the project were of fairly high quality.  Several training fellowships and national training programmes and workshops are reported to have been organized.  The rather hasty and casual identification of persons to be trained may have affected the end results of this activity.  Moreover while training inputs were substantial for those posted in senior positions in the implementing agencies more training inputs could have been provided to those at the middle and lower levels who would ultimately operate and maintain the sub projects.  It is also felt that several persons who benefited from training were not retained in the sector for long enough to make any visible or tangible impact.  Ensuring an adequately long tenure for those trained under the project in appropriate posts and positions within the States Small Hydel sector could have gone a long way in achieving faster and more efficient implementation as well as optimal resource utilization.      

The desk equipment procured under the project was both appropriate and of good quality, it was also observed that most of this equipment was fairly well maintained and utilized productively.  It may however be emphasized that adequate equipment related to testing and rating of Electro-Mechanical Devices and Control Systems should have been procured and installed in the Technical Institutions at an early date.  This would have provided the appropriate and much needed facilities for initial scrutiny and testing of equipment before final installation and commissioning as most indigenous manufacturers supplying various components were deficient in terms of in-house testing and rating facilities.  The electro-mechanical and control equipment finally procured for the demonstration sub-projects was observed to be wanting in several respects.  The problems of frequent breakdown and the non-availability of spares and replacements has been significant at the sub-project level as we shall be seeing in some detail when we discuss the functioning of the sub-projects.  It may be mentioned that equipment related problems have been more frequent  in the case of larger sub-projects in the capacity range if 400 KW to 1 MW.  However, the quality of equipment and techno-economic efficiency of smaller stations in the range of 50 KW to 200 KW has been very good as also reflected in their performance.  This perhaps indicates that in most cases a phased expansion of generating capacities would have led to better and more stable performance and higher techno-economic efficiency.  

As regarding the important issue of project outputs and the achievement of immediate objectives the overall progress has been slow but significant.  The timeliness of various inputs has differed as between various project activities. The weakest area of project implementation has been the participation of local people particularly women as also the evolution and development of ownership models for the sustainable and participative management of these projects.  As regards project benefits the SNAs, the Developers from the public, private and NGO sectors and the only Technical Institution which is the AHEC, and to some extent the State Power Utilities have benefited both in term of capacity building as well as other spin offs from the project.  The local communities have also benefited in several ways indirectly if not directly.  These benefits have been realized particularly in those areas where sub-projects have started to supplement power availability and thereby bringing about tangible improvements in the quality of power supply and also the general quality of life specially in regard to lighting, communication, and media facilities.  We shall attempt to analyze and assess these significant changes on the basis of our sample survey later in the report.   

THE EFFECTIVENESS OF THE HILLY HYDRO PROJECT :

On the whole the effectiveness of the project as assessed on the basis of the results achieved so far have been significant if not substantial.  The input mix of the project has been fairly economical and there were really no alternatives which could have produced the results so far obtained with fewer resources.  From the progress made by the project so far it can be said that the outputs that are being delivered at this stage are marginally contributing to some of the immediate objectives.  However one may hasten to add that as the sub-projects have still to achieve stable generation of power in most cases it could really take some time may be another year or two till the outputs significantly contribute to some of the immediate objectives particularly those related to GHG emissions deforestation and protection of bio diversity as well as employment generation and better livelihood possibilities in the target areas covered by these demonstration sub projects.

In the sphere of capacity building the enabling environment as well as the facilities developed in the sole Technical Institution has been satisfactory.  However the situation could have been far more effective if all the Technical Institutions envisaged under the project had developed, this would have dispersed the enabling environment for capacity building more widely over the entire range of participating States.  The Institutional Development and related Human Resource Development can thus only be said to be satisfactory and partially successful as implementation regarding this aspect has been quite slow. The training inputs provided under the project seems to have benefited a fairly narrow range of project personnel as these have been concentrated on a certain selected category of senior trainees.  The range of training could have been much wider, if it was also extended to larger number of project personnel at the middle and lower levels dealing with field level management, operation, and maintenance.  Supplementary efforts are still needed to develop the remaining Technical Institutions in the Eastern and North Eastern Sectors so that the vast small hydro potential that exists in other areas can be effectively exploited with greater participation by private developers and others in these regions.

Though the overall impact of the project can only be described as being partially successful mainly because the benefits due mainly from stable operations of the sub-projects is yet to reach the larger population living in the target area, however other direct beneficiaries such as the SNAs and Developers have significantly benefited from the project.  However, it should be stressed that as power generation from these demonstration projects stabilize and supplement the grid over the next few years there is all likelihood  that the utility of project outputs would certainly come about.  So will the gender differentiation in the utility of outputs become more apparent and visible.  However, this is a slow and complex process and any expectation of a fast and spectacular transformation of the environment and livelihoods should be avoided.  On the environmental front the impact of the project has been very insignificant so far, however in the long run there could be some impact in terms of lowering of emissions particularly those related to the consumption of diesel and kerosene oil.  Though in the case of fuel wood very little substitution exists at present and no significant changes can be expected in the long run as well, unless financial incentives through the provision of subsidized cooking and heating appliances, as well as lower seasonal differential electricity tariffs are seriously considered.

As far as financial effectiveness of the project is concerned the entire project was partially subsidized.  At the present stage the project has not reached the self financing stage however with improved management and maturity of the projects they are likely to generate their own resources and in all likelihood become viable self financing entities.  However a lot depends on the enabling conditions provided for financial viability by the State Governments and even more significantly on the pace at which load development takes place in the target areas.

Summing up briefly, the major factors that have affected the implementation process and thereby the production of outputs and the consequent impact are as follows :

1. Inadequate coordination between the state and field level functionaries and agencies.

2. The very partial or inadequate development of Technical Institutions.

3. The complete lack of mobilization of local communities and their lack of involvement in the project.

4. Substantial delays in the completion of certain critical actively blocks.

5.
Inefficient and ineffective monitoring of the project due to substantial delays in the receipt of information from the field.  
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