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Azerbaijan

Proposed Irrigation Distribution System and Management Improvement Project

Terms of Reference for Environmental Impact Assessment 

Background

1.
Agriculture plays an important role in the Azeri economy, contributing over 30 percent of Gross Domestic Product (GDP) and providing income and employment for 45 percent of all households.  Also, it traditionally contributed significantly to exports both of primary commodities and processed food and beverages.  The sector produces a wide variety of products and was at one time a major producer of fruits, vegetables and wine products for the Soviet Union.  

2.
Climatic conditions are favorable to agriculture, though low rainfall makes the sector heavily dependent on irrigation.  Approximately 1.45 million hectares have been developed for irrigation, or nearly 85 percent of the cultivated area in the country.  The State Amelioration and Irrigation Committee (SAIC) is responsible for the operation and maintenance (O&M) of the irrigation supply and delivery infrastructure, i.e., the infrastructure up to the boundary of the former state and collective farms.  Due to severe budget constraints and lack of maintenance for more than a decade now, much of this irrigation and drainage infrastructure is deteriorating and in need of urgent rehabilitation.  Conveyance and distribution losses are high and water delivery is irregular.  In response to this situation, the Government requested IDA assistance to rehabilitate some of the most important supply and delivery infrastructure in the country.  The Rehabilitation and Completion of Irrigation and Drainage Infrastructure Project (P008284) has been effective for about one year and has a focus on such rehabilitation.

3.
Since Independence in 1991, most state and collective farms (referred to as former farms in the next paragraphs; they were independent entities with their own budget and management) have been disbanded and nearly all cultivable land has been distributed to individual households.  These reforms have been dramatic and have affected the irrigation sub-sector at the former farm level.  The State has not supported the former farms since Independence and irrigation infrastructure on the former farms became the responsibility of the users.  Lack of organization of water users and the need to adapt the former farms’ distribution systems to the newly emerging and varied farm structures are problems faced in the former farms.  As an interim measure, SAIC is intending to take over responsibility for maintenance of the distribution systems, until such time viable associations have been established.  

4.
Farmers have only contributed a fraction of the needed funds for the proper O&M of the distribution systems, which has resulted in a continuing deterioration of irrigation infrastructure.  Even though most of the developed irrigation area remains under cultivation, the production and profitability is much lower than can be achieved under irrigated conditions.  Also, water use efficiency is low, which does not only waste a scarce natural resource, but leads to increased drainage needs as well.

5.
The Government of Azerbaijan (GOA) has recognized the strategic importance of a well managed irrigation infrastructure and has requested IDA support for the priority rehabilitation of distribution infrastructure.  This rehabilitation of distribution systems would only be worthwhile if there is adequate maintenance afterwards.  In order to assure adequate maintenance, the Government has recognized the importance of establishing and strengthening Water Users Associations (WUAs) as critical organizations responsible for on-farm O&M.

Proposed Project Description

6.
The development objective of the proposed project would be to improve the efficiency, reliability and sustainability of irrigation distribution systems, which would be key to restoring and increasing irrigated crop production.  This would be achieved through priority rehabilitation of irrigation systems and organization of and support to water users to improve the O&M of rehabilitated infrastructure.  The project would include the two following components.      

a)
Development of WUAs:  Institutional capacity within former farms would be developed to properly operate and maintain irrigation and drainage systems.  Thus the development of WUAs and their training and long-term support would be an important project component.  This would require: (i) develop permanent capacity within Government to train and strengthen WUAs; (ii) establish and support WUAs so that they can become one of the most important parts of a sustainable irrigation delivery system; and (iii) start the restructuring and decentralization of SAIC activities to allow improved service provision to WUAs; and    

b) Irrigation Infrastructure Rehabilitation:  Rehabilitation and betterment of selected parts of irrigation distribution systems under the management of WUAs.  Rehabilitation would only start when strong, financially viable WUAs have been established.  It is likely that some project funds will finance limited rehabilitation of higher order systems, including headworks and other abstraction works, in order to ensure that there would be capacity to deliver sufficient water to the project farms.

7. The project would have important consideration on adequate payment of operation and maintenance fees by the users, which will be important for the sustainability of the irrigation and drainage sector.  It is noted that Government has already developed ideas on appropriate level of irrigation service fee and has started its implementation.  During project preparation there will also be discussions with government on some cost recovery of investment costs.   

8. The number and location of project areas would depend on the available credit funds.  There will likely be a focus on a number of large irrigation areas, such as the Bahramtepe zone on the right bank of the Araz river, the Tar-Tar zone in western Azerbaijan, and the SAC zone in north-eastern Azerbaijan.  The project would follow a program approach, whereby farms would be selected for rehabilitation only after satisfactory establishment of WUAs.  

9. Because of the Government’s limited exposure to irrigation investment projects supported by international financing agencies and their lack of general knowledge about sustainable WUA development and structure, the Government needs technical assistance for the preparation of the proposed project.  The project obtained a PHRD grant of US $458,000, which will be used for:      

a) Development of Water Users Associations Support Program; 
b) Development of Irrigation Infrastructure Rehabilitation Program; and 

c)
Review of Legal Framework related to Water. 
10.
With regard to preparation activity b), a team comprising an international short-term Irrigation Engineer, Agronomist, Economist, Sociologist, working with local specialists for each discipline, would carry out diagnostic surveys in six former farms to: (i) identify the engineering rehabilitation as well as the O&M needs and costs, for the infrastructure both within and outside the former farms; (ii) determine cropping patterns, prepare crop budgets for the different farms and calculate crop water and irrigation requirements; (iii) prepare a detailed economic and financial analysis for each of the farms; and (iv) carry out a social assessment in and around the project areas of the six former farms, with major focus on the water users.  Based on the surveys, the outputs would be the identification of the needs to achieve technically and economically viable rehabilitation and modernization of irrigation distribution systems, that are socially acceptable.  

Environmental Impact Assessment - Objective

11.
In order to make sure that the proposals are also environmentally acceptable, environmental impact assessments (EIA) of the six farms and environmental monitoring plans would have to be prepared, to understand better the environmental impacts of rehabilitation and determine ways of mitigating these impacts.  A comprehensive EIA should be carried out, not only as it is important for project preparation, but also as institutional development for the country. 

12.
The objectives of the EA would be to: (i) analyze the policy, legal and administrative framework relevant to rehabilitation and operation of irrigation and drainage infrastructure; (ii) collect and analyze baseline data on the environmental issues and their trends; (iii) identify possible negative and positive environmental impacts of the project and propose mitigating measures if required; (iv) provide key criteria for environmental quality monitoring in the project implementation areas; (v) develop guidelines for environmentally sound construction practices and participate in the preparation of technical specification for the civil works; and (vi) assist in the inter-agency coordination and the public/NGO consultation process.

Scope of Services 

13.
The Consultants will carry out the following activities:

Task 1:  Review and describe the relevant national environmental policies laws and regulations governing environmental quality, management of national and international water bodies, health and safety, and any relevant bi-lateral agreements on water sharing.

Task 2:  Collect all available baseline data for the study and prepare descriptions of the physical, biological and socio-economic environment of the proposed project sites, including information on climate, human environment and health, botany, zoology, vegetation, and surface and groundwater quality.

Task 3:  Fort each of the six farms identified by the team under activity b) in paragraph 9, describe and compare project alternatives (including “do nothing”), in terms of their potential environmental impacts, capital and operating costs, institutional, training and monitoring requirements.

Task 4:  Determine the potential environmental impacts (both positive and negative) of the proposed project.

Task 5:  Develop a mitigation plan for the proposed project, incorporating recommendations for feasible and cost-effective measures to prevent or reduce as far as possible any significant environmental impacts of project implementation (construction and management stages).  This should include a summary in matrix form, so that each project farm can be screened against a long-list of potential mitigation measures. 

Task 6:  Develop an environmental management and monitoring plan for project implementation, which addresses all key environmental quality indicators and includes institutional roles, responsibilities, capacities and training requirements, and possible funding sources.  The management plan should include proposed work programs and schedules, a ToR for an environmental specialist within the PIU, and guidelines for environmentally sound construction practices. 

Task 7:  Assist in coordinating the EIA within and between all relevant government agencies, and in obtaining and incorporating the views of affected/beneficiary groups and NGOs.

Task 8:  Prepare a draft report, incorporating all the above tasks.

Task 9:  Prepare a final comprehensive report, again incorporating all the above tasks, as well as conclusions and changes resulting from the results of the workshops, and comments made by the reviewers from the Government and IDA, which should be provided to the Consultants within one month of submission of the draft report.  The reports should be in Russian and English.

Consultants Expertise and Working Arrangements

14.
A team of international and Azeri specialists would carry out the EIA.  The international team should include: an EIA specialist (team leader), environmental engineer, water resources specialist, legal specialist, and a sociologist with consultation experience.  They would be supplemented by a local team with expertise in ecology, water quality, legislation, GIS, soil science and consultations.

15.
The Consultants are expected to work closely with staff from the State Committee on Ecology and Control of Natural Resource Utilization, the State Amelioration and Irrigation Committee and the preparation team.    

Proposed Timetable

16.
The services are expected to commence around July 1, 2002, and should be carried out as much as possible in Azerbaijan.  The draft report should be available by mid-October 2002, with consultations planned for November 2002.  The final report should be submitted to the State Irrigation Committee and the IDA at the end of December 2002.

Budget  

17. International consultants:

100 working days @ Euro 500:
Euro  50,000

75 days per diem @ Euro 200:
Euro  15,000

Reimbursables (flights, cars, 

Euro  30,000  

Interpreters, printing, etc.)


National consultants:

200 working days @ Euro 75

Euro  15,000     




100 days per diem @ Euro 50

Euro    5,000


TOTAL BUDGET ESTIMATE


Euro 115,000

