[image: image1.png]


[image: image2.jpg]




Sixth Six-month progress report for project
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I. Purpose
1.1 Provide the main objectives, outcomes, outputs of the programme/project
1.1.1 Development Goals:
· improving food security for Iraq (increased agricultural production);

· improving livelihoods (increased income, better living conditions);

· restoration of essential infrastructure (for community irrigation/drainage);

· capacity building (for MoWR);

1.1.2 Immediate Objectives:
· To improve of the drainage conditions of major agricultural areas in order to avoid water logging, salinisation of these lands, and as such to allow presently unproductive lands to be cultivated again, and crop yields in the already cultivated areas to increase.

· To assure a proper drainage of the polluted waters in order to avoid or reduce  contamination of the lower laying areas and the introduction of pollutants in the water supply systems both for human consumption as for irrigated agriculture.

· To create an institutional environment and to provide the means for a sustainable operation and maintenance of the created infrastructure, involving both the beneficiaries and government institutions.

1.1.3 Outputs:

· The different Ramadi irrigated perimeters connected to the main drainage canal through operational field drains and entrance canals.

· The main Ramadi drainage canal improved and reconstructed to sufficient capacity allowing the discharge of the drainage waters into the Main Outfall Drain, without over-spilling in the Thartar outlet canal or other river or canal systems used for drinking water supply.

· Water User Associations created and trained to contribute to the improved operation, maintenance and management of their fields’ irrigation and drainage networks, in collaboration with the technical institutions.

· Local technical institutions strengthened through training and the provision of essential equipment for the operation and maintenance of the rehabilitated infrastructure (main drains), as well as for the proper monitoring of both water table and soil / water salinity issues.

· Local technicians trained for weed control in drainage canals.

· Network of piezometers installed for monitoring water table and salinity.

· Farmers having received additional training in cropping technology to take maximum advantage of the improved drainage conditions.

1.2 Explain how the programme/project is relevant to the following benchmarks:

· UN Assistance Strategy for Iraq, 
· UN Millennium Development Goals, 
· Joint Needs Assessment , 
· Iraqi National Development Strategy 
The project activities are integrated in the overall UN strategy for Iraq, which supports the Iraqi National Development Strategy and contributes to the Millennium Development Goals, designed to achieve the following outcomes:

· enhanced sustainable long-term food production and natural resource management;

· rehabilitation and reconstruction of infrastructure;

· institutional development;

· enhanced employment and income-generation;

· enhanced environmental restoration and conservation.

1.3 Indicate the main implementing partners, their roles and responsibilities, and their interaction with the Agency.
FAO cooperates closely with the Iraqi MoWR, whose role is to select the project sites for the rehabilitation and provide, if possible, the basic survey reports and technical dossiers for the works to be done. The Iraqi Ministries are fully involved in the FAO Procurement Process.
II. Resources 
Financial Resources:

2.1 Provide total funds provided, disbursed and committed

Total funds provided: US$ 5,126,600
Disbursed:  US$ 3,896,949
Committed: US$ 4,849,877

Highlight any variation(s) in projected versus actual spending for the reporting period indicating the reason for such variation(s).
None
2.2 Explain programme/project expenditures within the 10 budget categories, including security expenditures.

	PERSONNEL
	$50,724

	CONTRACTS
	$386,982

	TRAINING OF COUNTERPART
	-$894

	TRANSPORT
	$0

	SUPPLIES AND COMMODITIES
	$5,534

	EQUIPMENT +TRANSPORT
	$1,972

	TRAVEL
	$518

	SECURITY
	$7,339

	MISCELLANEOUS
	-$9,449

	INDIRECT SUPPORT COST 
	$102,891

	TOTAL EXPENDITURES
	$545,616


2.3 Indicate other funding sources, if applicable.
None
2.4 Provide details on any budget revisions approved by the UNDG ITF Steering Committee, if applicable
A Budget revision request with increase of overall budget and extension up to 31 December 2007 was submitted in July 2007 of with the following justification: stification for project budget increase:

· Initially the project was located at Ramadi. This was subsequently changed to Hilla Hashimiya (at the  request of the MoWR). This resulted in substantial delay enhanced expenditure on part of FAO. One of the key contributing factors to the time and cost overrun is the decision from the Ministry to vary the location.

· FAO released a bid for a tender to effect the excavation work required to rehabilitate the Hilla Hashimia canal, and there was a number of Iraqi companies that responded.

· FAO awarded a contract to an Iraqi company for the excavation of the estimated quantity (2,032,324 m3) of material needed for the rehabilitation of the drain. 
· The work includes excavation for rehabilitation of the existing open earth drain to any depth below the existing bed level and in all types of soil above or below water and groundwater table as per design drawings and cross sections. Including in the price is clearing and grubbing, dewatering and leveling, and the disposal of the excavation production to the lines and grades shown on the drawings and specifications. 

To date, the total excavated materials is approximately 1,700,000 m3, which represents 85% of the total contract quantity. To avoid paying liquidated damages the contractor has ended his contract as it is unviable for him to continue. 

· As the contract progressed, it became apparent that the estimated quantity of excavation would be insufficient to complete the rehabilitation of the drain due to higher than expected levels of siltation and sandy pockets of material.

· Therefore, a complete detailed survey of the remaining distance of the drain (from st. 42+800 to st. 48+827) was undertaken to accurately determine the quantity required to complete the rehabilitation of the drain.

· The total excavation requirements to rehabilitate the canal are 2,385,500 m3
· The excavation quantity to be undertaken under the current contract is 2,032,324 m3
· The unfunded excavation quantity required to complete the canal rehabilitation is 353,176 m3. FAO has an obligation to complete the excavation of the Hilla Hashimia canal, as leaving it partially completed would not have alleviated the problem, and the total amount spent on the project would have be wasted, and the reputation of FAO would be in danger if it is not completed satisfactorily.

2.5 Project expenditures for the 1 July to 31 December 2007 period. 
???
Human Resources:

2.6 National Staff: Provide details on the number and type (operation/programme)
One resident engineer at the project site
2.7 International Staff: Provide details on the number and type (operation/programme)

One project manager, short term technical and other managerial and administrative staff co-shared with other UNDG ITF projects. 
III. Methods of Operating

3.1 Summarize the implementation mechanisms primarily utilized and how they are adapted to achieve maximum impact given the challenging operating context.
Implementation has been undertaken by sub-contracting the excavation works to a local, Iraqi Civil Contractor who is familiar with the local authorities and who can work successfully under the current, adverse security situation.
3.2 Provide details on the procurement procedures utilized and explain variances in standard procedures.
One Hitachi excavator, two tipper trucks, and two water tankers were procured under the normal procurement procedures of FAO

3.3 Provide details on the monitoring system(s) that are being used and how you identify and incorporate lessons learned into the ongoing programme/project.
Monitoring of the project is undertaken by the Resident Engineer, in conjunction with MoWR personnel, who report directly to the CTA with weekly update reports and monthly summary reports.
3.4 Report on any assessments, evaluations or studies undertaken.
Monthly reports and drainage canal surveys to determine excavated quantities, to the satisfaction of all parties. The approved survey results then form the basis for payment to the contractor. 
IV. Results 
4.1 Provide a summary of programme/project progress in relation to planned outcomes and outputs; explain any variance in achieved versus planned outputs during the six month reporting period.
Outputs 1 and 2: Civil Works

FAO’s involvement in the planned improvement to the drainage systems in the Ramadi and Saqlawiya irrigated areas and the connection of the main drain in this area to the Main Outfall Drain was abandoned at the request of the MoWR. Although MoWR had already contracted the work out to a local company at the start of the Project, they initially requested FAO to take over the contract and then later retracted this request in March 2005. This was after FAO had already spent eight months in project preparation, including consideration of other project locations at the start of the project and in the preparation of the design report, Bill of Quantities, drawings and contract documents for the Ramadi Drainage Project. Work was subsequently diverted to preparing project documentation for improving the drainage within the Hilla-Hashimia Land Reclamation Project.
The main objective of the Hilla-Hashimia Land Reclamation Project, Babil Province, Euphrates watershed, is to improve the drainage system enabling sufficient water to be drained away from the project area to reduce the water table to an acceptable level, and in this regard has similar objects to the Ramadi Drainage Project. The total area to be reclaimed is 62,000 hectares and more than 50,000 farming families will benefit from this project.
In the Hilla-Hashimia project area there is currently a large canal network including the Babylon canal, Al-Shomally canal, Al-Thalmiyah canal, and Al-Awadel canal, in addition to a network of irregular canals that have been randomly excavated. The high areas and orchards within the project area are irrigated by the use of private pumps installed on the left bank of the Hilla River. The rest of the project’s lands are irrigated by gravity, through a number of small streams branching from the left of the Hilla River, in addition to the Babylon River and its extension.
The high water table is the main problem to be addressed within the Hilla-Hashimia Land Reclamation Project, with the agricultural lands suffering from water logging. The main drain cannot accommodate sufficient discharge flows, due firstly to silting, with the existing hydraulic cross-section of the main drain requiring both widening and deepening, and secondly, due to the growth of weeds, which must be removed. In line with this, the main Hilla-Hashimia drain has to be excavated out to its original depth, to enable full and unimpeded flow of drainage water. FAO agreed to switch the project location and to undertake this work, with the MoWR carrying out the subsequent lining of the main canal together with additional rehabilitation work. FAO also agreed to update the project documents, as the existing ones were 30 years old and to prepare a feasibility study, to form the basis of a tender for the civil works required.
The design report, Bill of Quantities and drawings for FAO’s contribution to the Hilla-Hashimia Land Reclamation Project were approved by FAO Technical Division and the MoWR in August 2005. Tender documents were also prepared and the tender was issued to 37 potential Iraqi bidders. The bids were evaluated and a contract for $1.96 million was signed on 10 December 2005. The Performance Bond was received by FAO January 2006 and the MoWR was requested to hand over the site to FAO in February 2006. The formal handing over procedure was completed by 18 March 2006 when FAO in turn handed the site over to the contractor who mobilised soon after. The contract for supervision of civil works was finalised at the same time and FAO's Resident Site Supervisor began work in March 2006.
 Unfortunately, damage occurred to the main electrical transformer for the Al-Shomally pumping station which is responsible for the de-watering of the drain, and consequently the drainage pumps were inoperable. As a result the main drain could not be de-watered and the contractor could only effect preliminary works, but no actual excavation works. MoWR installed two generators and repaired the electrical system and, after testing, an agreement was reached on the supply of fuel (by the MoWR) for the generators (an unforeseen cost not included in the original contract BoQ). The contractor remobilised in September 2006, excavation work began along the 50 Km drain and is still ongoing. Completion is currently 85%.
Output 3:
The civil works in the Hilla-Hashimia project differ from those planned for the Ramadi Drain Project, and exclusively concern the rehabilitation of the main drain, with only an indirect linkage to farmers and water user associations. If the latter were formed, they would be more involved in the management of secondary, tertiary, and field canals and drains. In line with this and considering the poor security in the Hilla-Hashimia region it was decided to remove this component from the project.
Output 4:
Significant progress has been made in capacity development, despite last minute changes made by the MoWR.
Provision of Equipment:
Purchase orders were raised for the procurement of a number of items of plant and equipment for the MoWR:

· one Hitachi excavator was delivered to Baghdad in February 2006 and a fuel tanker was delivered in April 2006;

· two tipper trucks were due to be delivered in May 2006 but delivery was delayed following shipping problems. Delivery took place in Baghdad on 18 June 2006;

· two water tankers were delivered on 15 October 2006.

· the procurement of a 5 ton fork lift has been cancelled after the original bidder pulled out of the procurement process. Re-tendering was considered unrealistic due to price increases and FAO has decided to divert the funds available ($55 000) to the Hilla Hashimia Drain Re-modelling contract for use against contingencies.

Training Programme:
An extensive capacity development programme was drawn up and submitted to the MoWR and the MoA in January 2005. The training courses to strengthen technical institutions have been completed, with four major courses being arranged in four different international training institutions. The first course was funded under this Project and was completed in December 2005 with the other three being funded under Project A5-04. The first course, entitled “Operation and Maintenance of Irrigation and Drainage Schemes”, was held for 10 MoWR engineers at Cranfield University, Bedfordshire, England from 16  October 2005 to 09 December 2005. Very positive feedback was received from the participants and also from the course organizers, on the performance of the course participants.
Output 5:
As outlined above, 10 Iraqi engineers were trained in the control of weed infestation in drainage canals, while on the course “Operation and Maintenance of Irrigation and Drainage Schemes”.

Output 6:
Little progress has been achieved to date on the installation of piezometers for monitoring the water table and salinity, but these will be installed during  the civil works either by the MoWR or by an amendment to the civil works contract.
Output 7:
The training of farmers has been removed from the project for the same reason given for removing Output 3, i.e. the civil works in the Hilla-Hashimia project differ from those of the Ramadi Drain Project and are exclusively tied into the rehabilitation of a main drain with only an indirect linkage to farmers and water user associations. In addition, the whole area would only be opened up to farmers some time after the completion of the project.
4.2 Report on progress made toward the achievement of specific medium-term outcomes of the programme/project as a result of the achieved short-term outputs during this reporting period.
As mentioned in the previous section, eight months of work were lost due to the transfer of focus by the MoWR from the Ramadi Drain Project to the Hilla-Hashimia Project. The documents received from the MoWR for the Hilla-Hashimia Drainage Project were of poor quality and old, prepared in 1991 by a consultancy company. To improve the quality and speed of preparation of documentation required for feasibility studies and tendering, a general consultancy service contract has been drawn up, tendered for and awarded to a consultancy company with a presence in Iraq. The feasibility study submitted by the consultancy company was forwarded to AGLW on 04 July 2005 and cleared by them on 08 July 2005 with the proviso that some points were resolved. The revised report was received and transmitted to AGLW on 18 July 2005 and subsequently sent to the MoWR who requested changes to the drain cross-section and these changes were made. The contract was drawn up, tendered for and evaluated by mid November 2005 and the final contract was signed on 10 December 2005. Although the contractor was available to move to site early in 2006, pump problems at the main drain delayed the start of the contract. MoWR installed two generators and repaired the electrical system and, after testing, an agreement was reached on the supply of fuel (by the MoWR) for the generators (an unforeseen cost not included in the original contract BoQ). The contractor remobilised in September 2006 and excavation work began and is still ongoing with approx. 85% of the 50 km canal completed.
Equipment for the strengthening of the MoWR totalling US$750 000 had been procured under this project by December 2005. Procurement was delayed by 6 months due to changes in the types and specifications of equipment requested.

An extensive human resource capacity development programme was drawn up and submitted to the MoWR and the MoA in January 2005, covering Projects A5-01 and A5-04. The programme was approved by the MoA on 24 January 2005 and partially approved by the MoWR on 20 February 2005, but with a requested reduction in budget from US$1.1 million to US$300 000 and this request was later modified to a phased introduction of the whole programme. The first activity under this programme was a study tour to Egypt, however during the final stages of preparation of this tour the MoWR, on 23 May 2005, declined to submit names for participants, (although the MoA had already submitted names), and as a result the tour was cancelled. The Minister of MoWR then specified different requirements for a training programme, which FAO accepted to implement as a component of the original programme and this was finalised on 29 June 2005. This programme to strengthen technical institutions is now underway, with four major courses completed by April 2006 in four different international training institutions. The one funded under this Project has been completed with very positive feedback received from the participants and the course organizers on the performance of the course participants.
4.3 Report on the key outputs achieved in the six month period including # and nature of the activities (inputs), % of completion and beneficiaries.
During the reporting period the total excavation and cleaning along the canal was 1,750,000 m3, which represents 85% of the total contract value

4.4 Explain, if relevant, delays in programme/project implementation, the nature of the constraints, lessons learned in the process and actions taken to mitigate future delays.
A local contractor for the civil works for the Ramadi Drain project had already been appointed by MoWR by the time funds were allocated to FAO in July 2004. MoWR had tendered locally for a contract of civil works for this project in February 2004, three months prior to the date the project was approved. Following the First WRI Project Implementation Meeting in Amman in August 2004, various alternative project locations were then considered by MoWR and FAO, as described in detail in Section IV. However, at the request of the MoWR in September 2004 it was agreed that FAO would take over the civil works contract from the MoWR with the current contractor. Following a substantial amount of work, the contractual process came to an impasse in March 2005 when MoWR requested that FAO simply allocate funds to MoWR so that they could continue with the contract under their control, and FAO Legal advised that this procedure was not acceptable to FAO. An alternative location for project implementation was then found and work started on preparation of the technical dossiers, contractual arrangements, etc for the Hilla-Hashimia Land Reclamation Project. Eight months of project working time were lost in this process.
The original technical dossiers from the MoWR for the Ramadi and Hilla-Hashimia projects were incomplete and not up to the international standards for technical and contractual formulation required by FAO, despite prior assurances to the contrary by MoWR. In addition, no focal point was initially appointed by the MoWR to coordinate inputs with FAO, as had been agreed at the Second WRI Implementation Meeting in Amman on 23 to 25 September 2004 and this seriously delayed the collection of essential information. A substantial length of time was taken in the development of the technical dossiers to the standards required.
In addition to the above, the poor security situation in Iraq exacerbated the situation. The Ramadi Drainage Project is in the Falluja region, which was one of the most insecure areas in the country during the project preparatory period. The Hilla-Hashimia Land Reclamation Project is also in a very volatile area. This has severely restricted access to these areas for the survey work required to prepare the necessary maps, design of civil works, BOQ, etc., and this applied even to Iraqi nationals from outside of the immediate neighbourhood.
The main constraint facing the contractor in effecting the excavation of the main canal is the unreliability of the dewatering pumping station (Al-Shomally). The pumping station sometimes works using only two out of the three pumps (there is no standby pump) because one of the pumps is under repair or maintenance. This level of operation is insufficient to maintain the water level to that required by the contractor to effect his excavation work. The design water level for the drain at station 0+00 is 16.57 m.a.s.l, and the maximum water level at this station required during the working phase should  be not more than 18.20 m.a.s.l. – this level is often exceeded due to the unreliability of these 28 year old pumps and is adversely affecting the implementation of the excavation operation. Due to this inconsistency in the water level, the contractor is reluctant to commit the additional equipment required to accelerate the completion of the contract. Discussions have taken place with MoWR and they have agreed to supply spare parts and maintain the pumping station as best they can for the duration of the contract.
4.5 List the key partnerships and collaborations, and explain how such relationships impact on the achievement of results.
The key partner for FAO within Iraq in this project has been the MoWR with only a marginal involvement of the MoA to date, although the latter could increase in the future. No inter-agency collaboration within this project has been sought although this has been done in other WRI projects in Iraq.

4.6 Summarize achievements against planned results for cross cutting issues: security, gender, human rights, employment (including # of short and/or long-term jobs created), and environment.
The benefits of many months of work were negated in the transfer of operations from the Ramadi Drain Project to the Hilla-Hashimia. The Hilla Hashimia drain pumping station (Al Shomally) suffered a major electrical grid supply and transformer failure, which affected the ability to expeditiously dewater the Hilla-Hashimia drain to enable excavation operations to start, which set-back the project’s start and completion date.  However, in September 2006, two diesel generators were supplied by MoWR to the Al-Shomally pumping station and the dewatering pumps went into operation and the contractor commenced excavation works which are currently now 85% complete.
Environmental considerations are an important element of this project with a reduction of water logging and salinisation of agricultural lands in the region being an important objective. Improving the drainage networks at Hilla Hashimia will avoid saline water charged with residues from upstream agricultural areas overflowing and contaminating downstream lands, and discharging into the rivers and water supply canals, causing environmental and health risks for the population.

Regarding participation of the public, all contracts have been opened up to private companies and have specifically not been limited to parastatal organizations.
Both women and men have been selected by MoWR for attendance on the training courses. Through the training programme, attempts were also made to address policy issues in Human Resource Capacity Development in Iraq, however, these components have been put on hold by the MoWR until the straightforward training courses have been run.
V. Future Work Plan  
5.1 Summarize the projected activities up to the end of December 2007.
· Ensure the contract for the excavation works for the Hilla-Hashimia Drain progresses according to schedule and plan and to continue dialogue with MoWR re the operation of the Al Shomally pumping station to maintain a workable water level in the drain. 
· Ensure that the planned canal re-surveys concerning the volume of excavation work is an accurate reflection of the work executed

· Calculate the quantities of excavation, over and above the contract quantities, still required to complete the drain. If these quantities are significant, it may be necessary to seek new sources of funding for either an amendment to the existing contract or the issue of a new and separate tender to achieve completion.  
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