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CHAPTER I 

EXECUTIVE SUl-IMARY 

SectiCJn I Overview 

'The Citar.duy River basin has been the subject of study over the past 

thirty years, and intense development efforts have been made over the past 

decade. Initially, the Government of Indonesia established a special project 

to control floods, reclaim land for production and develop irrigation systems. 

Tn 1981, the Government expanded the project to include upper watershed 

development, and made provisions to strengthen the capabilities of local 

programs. 

The goals of the Project were to improve the welfare of people living in 

the area by improving production and employment opportunities, and at the 

same time induce people to adopt and use effective soil and water conservation 

technologies. H.e Project is in part e;,-pcri;;;cntal, and a further objective of 

the Govenlment was to test and demonstrate a program that could achieve these 

objectives with reasonable levels of time, effort and money. 

The Project established a management system involving three ministries 

(now four) and their local level agencies. Two of these agencies, the Citanduy 

Basin Pruject at Banjar (CBPO) and the Water Management Development Center at 

Ciamis (\~IDC) have basin-wide authority for planning and management, cutting 

across local government bounda .. ies. The Provinces and Kabupatens also have 

development planning and management responsibilities in their respective areas. 

The Project established two committees in order tu improve coordination among 

these management elements, one at the national and another at the basin level. 

Project funding was arranged through sev8ral channels, inCluding funds 

from the National technical services, national grants-in-aid (Inpress), and 

local self-help. This managemtnt and funding arrangement is typical of 

Indones ia' s deve lopment approach. \,i th the exception of the Bas in Coordination 

Committee. 
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The Project Loan Agreement in 1981 sp~cified that a management study 

would be made in the second year of the Project for "the continued evolu­

tion and perfection of a management system for a long term, multi-sectoral 

and integrated development program". (See Annex I-I for Term of Reference). 

The results of the study are presented in this paper. Most of the analysis 

and recommendations suggest ways to improve the system. This emphasis or, 

improvements leaves the impression that the management system has been less 

effective than, in fact, is true. Management by the several agencies involved 

has succeeded in delivering inputs and working with local people to use these 

inputs effectively. ~Ianagement also has steadily improved over the life of 

the Project as the various agencies encountered and solved management problems. 

The study team encourages the reader to consider the recommendations in this 

report as suggestions to improve an on-going management process, and not as a 

criticism of the efforts to date. 

Section 2 Major ~Ianagement Concerns 

One concern of the Study Team is in regard to the opportunity to imple­

ment the Project and its sub-activities, as presently specified, in a way that 

is as timely and cost effective as possible, and simulataneously learn from 

this implementation experience so that the Project can be modified to make it 

an even more effective development program. The Study notes this dual 

responsibility (see Chapter IV, page 9 and page 7-10, Chapter I), and the 

opportunities to carry them out more effectively. 

A second concern is the conflict and tension between two basic concepts 

represented in the Project1s design, One is the concept that recognizes a 

river basin as a unit for development, and the subsequent establishment of 

basin project offices (1\1-IDC and CBPO) t.o plan and manage projects. The other 

concept is that local government (Provinces and Kabupatens) should have the 

major responsibility for development planning and management. (See Chapter 

IV, page I - 2). The Study recommends that the conflict between the two con­

cepts be resolved by further initiatives on the part of local governments to 

contribute to the planning and management of the Project, and with continued 

government and Project support to do so. A second suggestion is that I~~IDC 
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and CBPa increase, their technical assistance rules to local government, 

and reduce the range of indep~ndent action. This culls for specific 

national-level instructions and support. 

A final concern is improved coordination among the management agencies. 

The Study suggests that the National Steering Committee assist through policy 

and procedural decisions that can contribute to the coordination. This has 

implications for ti~ely implementation of activities, increasing innovation 

and adjustment of the program, and improving the working relationships between 

loca L government and basin-wide agencies. (See Chapter I I, page 4 -7) • 

The Study also suggests that the Basin Coordination Committee be reorganized 

and further tested. Its role however, should be primarily that of 

communication as part of the Project's management information system (See 

Chapter II, pages 7-10). 

Sped fi c recOlnmendat 1,)ns regarding the three maj or concerns above are 

listed belo\{ and discussed in Sections 3 through 9 of this Chapter, 

1. Project ~anagement should be integrated more effectively with 

exi~ting Government of Indonesia's institutions, policies and programs. 

2. Greater flexibility for local planning should be established. 

3. Implementation planning should be emphasi:ed during and follolo:ing 

the Project design phase, 

4. ~lore emphasis should be given to the experimental character of the 

Project and the means to improve its content as a development program, 

S. Existing funding arrangement should be maintained. 

6, Future Project design should inVolve people who ultimately must 

accept and execute the Project activities. 

7. U.S. AID and the Consul tant teams should focus attention on efforts 

to improve achtevement of Project management objc~tives. 
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The seven sections that follow ( 3 thru 9 ) discuss the problp,ms 

leading to each of these recommendations, and then suggest specific steps 

to achieve thein. 

Section 3 Integration of Project ~Ianagement Idth Established Institutions 

A. Problem 

Development means, among others, changes in thv traditional ways that 

people do things. This is sometimes a risky, and always difficult, under­

taking. The problem is that local people, who must accept and carry out 

changes, and local government agencies and officials best prepared to assist, 

are not suffic:iently involved in the Project. Furthermore, Project Citandu)' 

II is not integrated well with existing policies, programs and procedures of 

the Government of Indonesia, specifically those to facilitate the work of 

local officials and local people in the development process. 

These policies etc. delegate authorit; and responsibility to local government 

for local planning and project implementation. They also provide sredfic 

programs and prucedures to promote local participation in development planning. 

The problem is that Project ~Iandgcment is not integrated with these other 

efforts. 

The problem is further aggravated by features of the PSRPDAS program. 

These features are P3RPDAS authority for p1ann ing, its di rect supervi sion of 

greening extension personnel, the highly prescribed content of its program, 

and different levels of funding for similar activities bet\\eer. P3RPDAS and the 
Project. 

B. Recommendations 

1. The Governor and the Bupati should be given greater responsibility 

and authority for the Project, including integrated plans and budgets, 

implementation coordination, monitoring, reporting and corrective action. 
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2. Provincial and Kabupaten Guidance Teams shuuld be established to 

support the Governor and Bupatis in execution of Project responsibilities 

(See suggested functions and organi:ation of Teams in Annexes 2 and 3). 

3. Annual plans and budgets for all project activities should be 

received, reviewed, amended as necessary in the Kabupaten and Provincial 

annual Coordinating ~leeting, and then collated as a complete Kabupaten 

and/or Provincial Project plan and budget for submission to Home Affairs. 

(Copies of sector plans a~d budgets would follow existing channels). 

4. The position of the Kabupaten S~il and Water Conservation Coordinator 

should be established as provided in the loan agreement ~ith specific 

terms of reference, including supervision of the planning and budgeting 

process under the direction of the head of Barpeda. 

5. Selection of model farms, exp:lnsion areas, and model blocks should 

be made 14 months before the beginning of the fiscal year in which they 

will be implemented. These decisions, plus information about related 

activities (access roads, other conservation measures, erosion control 

on e:dsting roads, local initiative projects) should then be incorporated 

into the annual "bottom-up" planning process, I... hich begins 13 months prior 

to the year of implementation. 

6. Training should be accelerated particularly for local government 

pe rsonne1 (Pemda), and a 1so fo l' technical service personne 1, emphas i: ing 

upper watershed problems, technologies for improving conditions, and 

ccmmunity development approaches to improve the participation of rural 

people in development. 

7. Training should be accelerated for Kabupaten Bappeda personnel in 

order to: 1) develop a better understanding of the provisions of 

Project documents and related legal and administrative instructions, 

2) improve internal staff management and administration, 3) improve area 

planning and development, ~) promote Bappeda planning for internal 

develolJi.1ent by e"tablishing and achieving targets consistent Idth func­

tions and rcsponsibiiities assigned to it in the Presidential Instruc­

tion, ~umber 27, 1980, 5) increase the technical knowledge and skills 
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of the agriculturalists, economists, engineers, social scientists etc. 

on the Bappeda staff. 

8. There should be increased technical assistance, not only from 

foreign consultants but especially from Government of Indonesia officials, 

for both local government and technical services personnel. Technical 

assistance should focus on 1) administration and management, 2) area 

development planning, 3) soil and water conservation and upland farming 

and 4) the development of Project monitoring systems. 

9. Consideration should be given to strengthening the Kabupaten BappeGa 

by 1) adding manpower, 2) converting tOl Type A Bappeda. and/or 

3) using Project funds for a full time soil and water conservatif'" coor­

dinator (KKTA) within Bappeda. 

10. It is recommended that the guidance for the greening and reforesta­

tion project (P3RPDAS) be modified to require that all planning be 

approved through local governmen to 

11. It is also recommended that present authority for extension \~ork be 

maintained, and that the current process of coordination through the 

Provincial and Kabupaten AgricUltural Coordination Forum (FKPP) be main­

tained and strengtbened. 

12. P3RPDAS guidance should state that Project Citanduy II proposals 

will be budgeted at .the levels of loan agreement requirements, Rnd that 

the central office will pre-finance the activities at these levels. 

Section~: Authority for Flexible Planni~g and Budgeting 

A.	 Prob lem 

The existing Project design is not adequatp. to address important location­

specific problems, and local authorities have inadequate aut~ority and capabi­

lities for flexible planning and budgeting in order to address these problems. 



The guidelines for the greening project describe a precise program for 

upland watershed development activities, where local conditions may call for 

a different set of activities. Some authorities have told the team that 

greater flexibility is encouragp.d than in fact is requested from the field. 

Whatever the case may be. greater flexibility is needed. On the other hand, 

it is essential that the greening program have a structured framework. repre­

senting existing knowledge, and be modified as knowledge is expand~d and as 

local capabilities for planning are improved. 

The Watershed ~Ianagement Development Center is constrained from taking a 

more flexible approach by limits placed on the authority of the Center's 

personnel and by the lack of nceded expertise. including experts in livestock 

and tree-crop production. Responsibility and authority for planning and 

managing some Home Affairs activities have been held at the Provincial level. 

and field management activities carried-out by local government agencies. 

rather than by qualified technical service". 

B. Recommendations 

1. Flexibility of the P3RPDAS program needs to be increased by 1) in­

corporating additional technologies based on nel4 knoWledge, 2) allowing 

and encouraging greater latitude for planning 14ithin the existing pro­

visions for exceptions in the P3RPDAS guidlines, and/or 3) a provision in 

the guidance that states "planning, programming and budgeting for green­

ing \4i11 use existing project recommtndations as basic guidance, hOl4ever 

alt<lrnatives I\'ill be accepted 0.1 the basis of clear analysis and 

justification". 

2. Authority should be delegated to \~IDC personnel for plannirg and 

budgeting to address local conditions. 

3. "'1e Center should be given addi tional technical assistance to adapt 

the project to local conditions, by assignement of livestock and tree 

crops personnel to the Center, and by short term technical assistanl:e 

from agricultural research, tr~ining, credit and other central agencies 

as appropriate. 
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4. Responsibility and authority for planning and budgeting sub­

activities should be assigned by the frovince to the Kabupaten level of 

government, and.design and implementation responsibilities should in 

turn be assigned to qualified technical agencies at the Kabupaten level. 

Section 5 Implementa(io~ Planning 

A. Problem 

The Project entered the implementation phase without an operational 

plan that woulu have reflected prior identification and resolution of impor­

tant implementation issues. As a result progress has been slower and manage­

ment integration has been less effective than would have been possible other­

wise~ Project manag~rs always encounter problems during the implementation 

phase. However, failure to identify and resolve major issues prior to 

project execution, as far as foresight. Iolill perm:.. t, adds to the burdens of 

the manager and impedes implementation. 

B. Recommendations 

1. Local Government and technical agencies should be involved in the 

Project design phase, and be provided copies of the Project agreement, 

preferably in the Indonesian language. 

2. A National Team for Operation9.1 Planning should be established, 

consisting of U.S.AID and the Secretariat of the National Coordination 

Committee, to conduct the first review of the Project design, to identify 

potential implementation issues that still exist and to suggest ways 

for their re$olution. 

3. The ~ational Team should discuss the results of the its review 

with Provincial Teams consisting of Provincial level personnel and th~ 

Bupatis involved. Issues and suggested solutions should be discussed 

and modified. Responsibility and procedures for solving remaining issues 

should be agreed upon, The responsiuility and the format for Kabupaten 

and Provincial operational plans should he established. 
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4. A Project operational plan should be prepared by the National 

Team based on these discussions and based on the operational plans 

from the Provinces and Kabupatens. 

5. A u!1i form monitoring, reporting and response mechanism should be 

established to identify implementation problems and attempt to solve them 

during the implementation phase. T~e system should draw on the content 

0f established sector monitoring systems \~ith amendments or modifications 

as appropriate. 

Section 6 Project Adaptation and Development 

A. Problem 

The arrangements and th~ individual efforts to transform Project 

Citanduy II into a more d)~amic and responsive program are inadequate. 

Refinement and improvement of the Project requires continuous data/information 

collection, analysis, and ways to feed new knOWledge into the re-planning 

process. A coordinated and systematic approach is required that links together 

these research, analysis and disseminatior. efforts. Furthermore, the approach 

should be designed to take account of limitations that confront efforts of 

this kind. 

~lanpOl"er and ski lIs are always in short supply to develop knO\>ledge and 

new technologies, and build them into field applications. Second, information 

net-works usually seem difficu! t to establish, maintain and utili:e. There is 

also built-in inertia to cor.tinue a project once it is underway. Experimenta­

tion and innovation within a IJroj~ct are limited by iack of man;10wer and skillS, 

and a reluctance to introduce risks involving local people and the way they 

use their resources. Finally, th~ Project refinement and improvement 

process is sometimes restricted by standards and conditions built into the 

Project. 
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B. Recommendations 

1. The Water ~lanagemE;nt Development Center should prepare a working 

document of upland development problems that represent major obstacles 

to Project refinement and development, and the perceived knowledge gaps 

and technology gaps that prevent solutions. Using the material from 

the National Coordination Committee Workshop, the Watershed Assessment 

Team and mlDC experience should be adequate f0r the first draft of the 

working paper. 

2. A workshop should be held involving mlDC, and representatives from 

major national research agencies and other basin development projects. 

The workshop should review the draft document and revise problem 

priorities, identify existing sources of information, and identify 

capabilities and interests in addressing the upland problems. 

3. Results of the workshop snould be used by the :-lational Coordination 

Committee, U.S. AID and ~~fDC to strengthen pOlicies regarding upland 

research and to devise a program for supporting additional research and 
development. 

C. Specific Proposals 

TIle process above should include consideration of the following specific 

proposals: 

1. Links between upland watershed development projects and central 

lesearch agencies should be strengthened, particularly by relating to the 

village out-reach units and program~ of these agencies. 

2. Trials conducted by the applied research unit at \V!'·IDC should be ex­

panded in order to design and test farming systems and the treatment of 

steep slopes, and greater authority to do so should be delegated. 

3. More experimentation and innovation for site-specific conditions 

should be built into the Project, assisted by design teams. Teams should 

be appointed by the Bupati Idth advice from \\~IDC, and funded under the 

upper watershed management sub-activity. Project designs should include 
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an evaluation program, and guarantee provIsIons for local people where 

risks are involved. Department instructions must encourage and support 

this effort. Panawangan style planning and implementation methods should 

be incorporated. 

4. Efforts should be made to utilize existing knowledge more fUlly in 

the Project, through comparative study touts, single-subject workshops, 

exchanges between river basin project personnel, and a more systematic 

collection, storage and retrieval system for information. 

5. An ev~luation program for the Project should be designed and im­

plemented, ccnsisting of built-in project evaluation and special case 

studies, both of which should support an ex-post Project evaluation. 

Section 7 Project Design 

A. Problem 

~fany of the management concerns addressed abo\'e result from inadequate 

participation of local agencies in the Project design process. 

B. Recorrunendations 

1. ,.\ Project planning process should be carried out that involves local 

government and local technical sen'ices more substantively. 

2. Implementation responsibilities, and the authority and means for 

carrying-them out, should be built into the Project design and the 

operational plan. 

Section 8 Proiect Funding 

A. Problem 

Funding for the Project is provided through several channels. There have 

been funding problems, but not all of them due to this diversity. Other 
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contributing factors have been late planning, lack of understanding about 

Project provisions, and unresolved programming issues. These factors are not 

directly related to the several ways that funds are delivered, but are due to 

unresolved implementati0n issues and poor communications. 

Suggestions have been made by others that a single source of funding be 

employed for the Project, with the justification that all funds will be 

delivered at the same time, and w:..th rewer irregularities. It can be added 

that asingle source of funding would facilitate the planning and budgeting 

process suggested above (See.Section 3.B.3). 

There are several disadvantages to single source funding. Technical agen­

cies will resist this approach. Furthermore, their direct involvement is re­

duced in the budgeting process and there ",'ould be a tendency to give the Project 

second priority in favor of specific sector tasks. Single source funding does 

not guarantee a more integrated program, nor project e:l:perimentatio'1, since 

planning and programming depend heavily on the technical inputs of the various 

sectors, regardless of funding sources. 

B. Reconunendations 

1. The present system of funding for Project Citanduy should be main­

tained, and shoul d be conside red as a viab Ie alternative for future bas in 

proj ects. 

2. ImI,lementation planning, early in the planning phase, shOUld 

identify and resolve funding issues to the extent that reasonable atten­

tion can anticipate the issues. 

3. The monitoring and reporting system should identify funding issues 

and Bupatis, Gov~rnors and the :-Jational Steering Committee should promptly 

resolve them at the level of Gover.lment I... here the problem can be solved. 

4. Decisions regarding these solutions should be promptly communicatL'd 

to officials involved. 
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Section 9 U.S. AID and Consulting Teams 

A. Problem 

A shared understanding among U.S. AID, the Gor and Consultants regarding 

roles and responsibilities, different agency requirements, and the priorities 

given to Project problems has been less than,it should be. 

B. Recommendations 

1. U.S. AID, together with the Government of Indonesia. should give 

added attention in Project design and implementation planning to the 

conditions nece!>sary for Project execution and improving Project 

effectiveness. 

2. U.S. AID should give additional attention to clarifications of its 

requirements and procedures that have a bearing on Project implementa­

tion, and then communicate this inform:r:ion to project managers in 
concert Id th counterparts. 

3. U.S. AID and consultants should focus on project implementation, 

related problems and their solutions. 

4. U.S. AID and the Government of Indonesia should give more attention 

to the procedures by which consultants are introduced into the Project, 

and to organiz'ational arrangements, in order to help assure the consultants 

effective utilization. 

Section 10 Progress 

TIle identification of problems and recommendations above has given little 

attention to the substantial progress that has been made in Project Management. 

Many implementation problems have been identified and solved, or are in the 

process of being solved. This is testimony to the ability and willingness 

of Project personnel to persevere in carrrin~ out and improving a cOr.1plex 

program. The emphasis of this report is to assist this process by better 

forward-planning and adjustments in the present management system. 
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Ai'lNEX I-A 

OBJECTIVES OF THE ~IANAGHIENT STUDY 

The management study, hereafter, called the Study. was directed tc 

provide information and analysis for "the continued evo1uation and perfection 

of a management system for a long term, multi-sectoral and integrated develop­

ment program". ~Iore sped fica11y the Study was to provide: 

1. recommendations for immediate application to management problems, 

2. inputs for the uprlated master plan for basin development, 

3. information for potential application to other area development 

programs in Indonesia. 

This was to be accomplished by a study of the overall organizational 

structure, organization and management of individual agencies, patterns of 

management, staffing needs, inter institutional relationships, funding 

channels, and other related aspects of management, 
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ANNEX I-B 

PROVINCIAL GUIDANCE TEAM 

Several principles should be observed in establishing a role for the 

Provincial level of Government and technical services. First the Governor's 

existing responsibilities for coordinating planning and implementation should 

extend to all Project activities. Special efforts to assure this coordina­

tion are necessary if funds continue to be provided through several channels, 

as recommended in this study. Second, the Province should devolve responsi­

bility and authority for project management to lower levels of government and 

to technically qualified sector offices and personnel. Third, technical 

services at the Provincial level must continue to provide technical assistance 

to lower levels of the service, and the Project will benefit to the extent 

that this technical assistance can be improved in amount, quality and time­

liness. Fourth, a strong sense of cooperation must be encouraged to achieve 

the coordination that is needed among the sector services and \yith the local 

government agencies to bring about integrated management. 

In order to support the Provincial role, a Provincial Guidance Team 

should be established and supported from Project funds. 

1. Functions 

a) Coordinate planning and bud~eting of ~ Project activities, 

b) monitor, rel'ort and follow-up, 

c) supervise desi~ ~~d administration of an evaluation program, 

d) coordinate inspection frocedures for financial control, 

e) support and promote sector agency technical assistance to the 

field, 

f) encourage and support the devolution of responsibility and 

authority for project management to 10ll'er levels of Government and to 

technically qualified sector offices and personnel, 

g) provide coordination among Kabupatens, 

h) prepare annual budgets for funds to support team activities, 
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i) provide administration to carry-out these function. 

2. Organization. Several approaches to Provincial guidance teams are 

provided by sector programs and by the PDP projects in eight provinces. 

Additional attention to these arrangements will be useful in designing 

Provincial Guidance Teams for river basin/area development. TIle Study 

team recommends: 

a) the Provincial Guidance Team should integrate its organization and/ 

or activities with other Provincial Teams that focus on similar problems, 

b) the Governor should have overall responsibility, 

c) the Chairman ~Ketua) should be a senior official from the 

Governor's staff with inter-sectoral interests and experience, 

d) an executive secretary should be appointed from the Provincial 

Bappeda, assisted by other Bappeda staff, 

e) members of the Team should include representatives from 

services and government agencies involved in basin/area development. 
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ANNEX I-C 

KABUPATEN GUIDANCE TEAM 

The Kabupaten has had direct responsibility for planning and management 

of some Project activities (access roads to model farms, erosion control on 

existing roads). It has had shared responsibility with the Province for 

others (local initiative projects, expansion of the model farm te~hnology 

package, and upland proj ect management). FoX' other proj ects it has had far 

less responsibility. 

Local government at the Kabupaten level, meaning the Bupati and his 

staff, should coordinate the planning, budgeting and implementation of all 

project activities. It should also divest itself of project design and 

project ilOplementation responsibilities in the field. Where local government 

has assumed these roles, it should nssi~l them to the technical services 

mos t qual:i fled to carry them out. Kabupaten Government should coordinate 

directly with other Kabupatens as the need arises, as well as use the coor­

dination mechanism provided by the Province. 

In order to facilitate execution of Kabupaten roles and responsibilities 

it is proposed that a Kabupaten Guidance Team be established with functions 

and organization as outlined below. 

1. Functions 

a) Coordinate planning and implementation of all Project activities 

b) monitur, report and follow-up, 

c) participate in project evaluation, 

d) l'rovide for financial control as appropriate, 

e) s~pport and promote sector agen~y technical assistance and 

assist in getting technical assistance from higher levels of government 

and technical services, 

f) assist in the devolution of responsibility and authority to 

lower levels of administration and to appropriate technical services, 
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g) arrange necessary coordination with other Kabupatens directly 

or through the Provincial arrangements, 

h) prepare annual administrative budgets to support team activi­

ties, 

i) actively assist sector agencies in problem solving, 

j) provide administrative arrangements to carry-out these 

functions. 

2. Organization 

Responsible Official Bupati 
Team Chairman Head of Bappeda 

Vice Chairman Head of Agriculture 

Secretary Head of Community Development 

Secretary II Barreda Secretary 

Advisor Head of Project Citanduy, Banjar 

Advisor Head of W,IDC, Ciamis 

~lembers Representatives of local Government 

and technical agencies involved in 

Project. 
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CHAPTER II 

COORD INATION 

Section 1 Summary 

The Organization of Project Citanduy included three (now four) ~linistries 

and their agencies at local levels of government. Two of these local agencies 

have basin-wide authority for planning and management, cutting across local 

administrative boundarie!;. The Provinces and Kabupatens also have respon­

sibility for planning and management in their respective areas, and the Project 

has specific provisions to increase these local government capabilities. 

This overlap of roles and areas of jurisdiction posed a special need for 

coordination. Two coordination bodies h'ere established, one at thenational 

and another at the basin level. 

The ~Ianagement Study suggests th3t the National Coordination Committee and 

its Secretariat has a unique opportunity to strengthen Project ~Ianagement through 

additional decison~ regarding policy and procedllres. The Study also suggests 

that the Rasin Corr~ittee be recognized and again tested as an clement in 

the Project' 5 information system, but not as the primary instrument for coordi­

nating plans and budgets. The latter should be undertaken by the Provinces and 

Kabupaten Governments. 

The ability to bring about coordination is affected by control (or lack of 

control) oyer funds. The present funding system is dispersed, thereby impeding 

coordination. Ho~ever, the Study concludes that adj~stments in the budgeting 

and funding system is preferrable to a major change, adopting a different 

system. 

Section 2 Background 

Project Citanduy was designed, gIvIng authority to three Ministries (now 

four) to fund and manage parts of the Project. Specific responsibilities were 

given to the Ministry of Home Affairs, the Provinces and Kabupatens to 

increase Iocdi capabilities to plan and manage deYelopment projects, as well 
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as the responsibility for designing and carrying out specific sub-activities. 

In addition two Centers, located in the basin, were given basin-wide authority 

and responsibility for Project activities, cutting across Provincial, 

Kabupaten and Kecamatan administrative bOlUldaries. The Watershed ~Ianagement 

Development Center at Ciamis (WMDC), representing the ~Iinistry of Agricul tre, 

and now also the l-linistry of For<ls, ;;:, was made responsible for the upland 

development program and the agricultural content of the Irrigation Services 

Sub-Project. The Citanduy Basin Project Office at Banjar (CBPO), under the 

Department of Public Works, was given responsibility, together with Provincial 

and Kabupaten agencies, for the Irrigation Services Sub-Project. 

Two coordination committees, one at the national level and another in the 

basin, were created to integrate this disparate management system, hopefully 

providing the elements of unified and integrated management needed. 

This a?proach was chosen in lieu l'f the centralized system proposed by 

the 1975 ~la5ter Plan (See Figure III-2, Chapter III) and also in liell of the 

Provincial Area Development Project (PDP) approach, 

Indonesian law and annual policy guidance emphasi.zes the role of local 

Government in coordinating the planning and execution of all development 

efforts in their respective regions, This pOlicy is further supported by 

grants-in-aid to local government. Although these grants carry conditions, 

they nevertheless widen the opportunities for local development planning and 

management, The creation of Provincial planning boards as recently as 1~74, 

and the Kabupaten planning boards in 1983, further attest to the effort to 

decentral i:e development efforts and to improve their management. 

There remain major sector programs, planned, designed and funded at the 

National level, In fact the larger part of the development budget still 

comes to the local level through this process, Sometimes the sector program 

is administered by local government and local technical services, and at 

otl'er times by special agencies of the national departments, established in 

th{' Province,; or Kabupatens, These inputs for development are also wi thin 

the legal sphere of the local government agencies to coordinate, The size 

and complexity of the programs, plus the strong bureaucratic links of local 

technical offices KIth their parent national-level departments, occasionally 

cause the sector agencies to abridge or circumvent effective local coordina­

tion. This circumvention also reflects the still limited capabilities of 
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local agencies to contend with all the development activities, plus 

routine administration, in their respective areas. 

The major thrust of Project Citanduy II is to support the development 

and refinement of this approach. However, several handicaps are apparent. 

First, Project Citanduy II is a small effort compared to the total local 

activity, and demands a disproportionate amount of time of local officials. 

If the Project, therefore, is to be considered as a special, experimental 

effort, special support to local agencies is required to support their 

involvement. A second, difficulty is the confusion of responsibilities and 

authority intrinsic to the overall management arrangement for the Project. 

The ~IDC for example has broad authority for planning and budgeting, at the 

same time efforts are made to onhance local government capabilities to 

perform these tasks. With the lapse of the Basin Coordinating Committee 

activities, there is no clear procedure for involving local government in 

CBPO's or 1~IDC's planning and budgeting functions. Another obstacle is the 

multi-source funding approach for the project, which makes it difficult, if 

not impossible, for local government to pull together all the documents for 

Project Citanduy, and to exercise effective coordination. 

In spite of these difficulties it is the sense of the ~Ianagement Study 

that a major change in organization is not needed nor desirable. Rather, 

it is proposed that adjusments be made in the process of coordination to 

achieve Project intentions. 

In recognition of the fact that Project Citanduy is relatively small 

in the total basin picture, but also that it is experimental, it is proposed 

in Chapter V that special efforts be made to heighten the participation of 

local government and local technical agencies in its planning, oversight and 

evaluation. 

The confusion regarding roles and responsibilities is in part inherent 

in the management arrangement that gives responsibilities to four national 

departments, but it is also due to the failure of the Basin Coordination 

Committee to perform as expected. Another contributing factor has been the 

failure to identify potential management issues during the Project's design 

phase, and failure to take early action to rssolvc them. The Management 

Study proposes that local government (Provincial and Kabupaten) take a larger 
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role in coordination. consistent with Indonesian Government law and policy 

in order to bring about a more integrated/unified approach to Project ~Ianage­

ment. The Study also encourages greater attention to details of management 

during Project design. 

Multiple sources of funding for Project Citanduy II also contribute to 

the problem of unifying or integrating Project Management. Technical agencies 

that have Project funds are inclined to work independentl~and local govern­

ment has less leverage I without control of funds. to bring about coordination. 

A further problem is a mecahnical one. in that Project funds are budgeted in 

several documents, sometimes combined with non-Project ac~ivities. In a later 

Chapter it has been proposed that the responsibility of local government for 

coordination be strengthened, and actively supported by CBPO. and I~MDC. It has 

also been suggested that docummentation for the Project as a whole be collected 

for local review and approval, even though different national departments 

subsequently review separate parts and deliver funds. Further discussion of 

the funding issue, as it affects Project management, is discussed in Section 5 

of this Chapter. 

Section 3 The ~!ational Coordination Committee 

The National Committee was established by an inter-ministerial decree, 

pursuant to condi tions of the Loan Agreement. The Committee was charged with 

coordination of plans and programs for development of the Citanduy River 

basin. An eight-member secretariat was also established to assist the 

Committee by identifying coordination problems at the regional level and 

recommending policy solutions. (See Appendix II-A for the roles and respon­

sibilities of the National Coordination Committee and its Secretariat). 

Recen t ly, about S 245,000 was all ocated from Proj ect funds to suppor t the 

activi ties of the Secretariat over the three remaining years of the :'roject. 

TIle National Coordination Committee, assisted by the Secretariat, should 

provide the policy frame ,,'ork :md procedures that allow field level personnel 

to work effectively. This means that local personnel should be able to im­

plement existing programs based on lyell-defined responsibilities and authority 

and clear procedures for individual work and for coordination with other 
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agencies. According to this Management Study it also means that national 

policy and procedures should encourage and support local officials in efforts 

to innovate and adjust the Project so that it becomes a more suitable 

instrument to accomplish the goals of upland and lowland development. And 

finally, national policy and procedures should support the development of 

capabilities among local government and local technical services to plan and 

manage local development with the technical assistance of basin project 

offices (~lDC &CBPO) and consultant teams. 

This definition of the National Coordination Team's responsibilities 

requires careful consideration of the kinds of decisions required at the 

national level, and those that can be made by the local agencies. Also, 

since Project Citanduy II is only one small element in Indonesia's develop­

ment program, and since Committee members have limited time to devote to a 

single Project, careful preparation of an agenda and a procedure for decision­

making is necessary. This would seem to be the task of the Secretariat, 

whose members also are able to give only part-time to the process. 

The recent Progress and Planning Work Shop for Project Citanduy II 

(Ciamis, 14-16 September, 1983) demonstrated the difficulty of articulating 

issues for decision-making, and focusing attention on their solution. Some 

issues in the Workshop appeared inappropriate for the attention of a 

national body. For example, the Loan Agreement together with P3RPDAS guidance 

provides sufficient latitude for solving the production or acquisition of 

seed and seedlings, however the issue was put forward for national level 

decisions. Second, some issues were phrased in ways that made it difficult 

to know what kind of decision was being requested. This is not intended as 

criticism of the Workshop, quite to the contrary the material produced and the 

discus 5 ions prov ided an effective forlUll for Proj ect manaeemen t. TIle observa­

tions about the issue materials, however, emphasize the importance of analysis 

that pinpoints problems requiring national attention and then shaping recommen­

dations into specific, actionable terms. l~is seems to be the opportunity 

and challenge confrontihg the Secretariat. 

Without attempting the full analytical task suggested above, the Report 

suggests several areas in which national level concern is warranted, One is 

to d~cide whether or not the level of research und development for l~land 

farming and conservation should and can be increased, and if the answer is 
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affirmative, the development of policy guidelines to accomplish it. This 

issue is particularly relevant in light of the Watershed Assesment Team's 

recommendations to establish "field laboratories" in new project sites. 

Another area of interest to be addressed at the National level concerns 

the relationships among local government, local technical agen~ies and 

P3RPDAS. The latter takes a leading role in upland development. The local 

government is seeking ways to be more influential in the Project, and finally 

some sector agencies, although expressing interest, have a smaller role than 

appears justified. In order to achieve the goals of the Project, these 

relationships need to be improved. The local government should take a more 

active role in the annual planning and budgeting and project implementation. 

The WMDC should support activities to make this possible, and technical 

services should be more substantively involved. To accomplish this improve­

ment several national level decisions would be helpful. 

First the Provincial and Kabupaten level invol'lements should be finalized 

along lines presented in this paper including annual planning and budgeting 

procedures, Provincial and Kabupaten Guidance Teams, a full time Kabupaten 

Soil and l\ater Conservation Coordinator and an improved monitoring and 

reporting sy3tem. 

Second, livestock. fisheries, estate crops and community development 

officials should be aS3igned by the departments to \~1-IDC. Also, Departments 

should consider developing and providing a uniform policy statement to their 

Provincial and Kabupaten respresentatives, emphasizing the importance and 

experimental nature of the Project and the expectation that local representat­

ives will take a role in Project planning, sub-project design and implementa­

tion. 

Finally, funding opportunities to support the additional sector inputs 

should be made available, through a more flexible use of P3RPDAS funding, 

through the use of Project contingency funds and/or through sector contributions 

in support of the Project. 

Another issue raised at the Workshop and by the Watershed Assessment 

Team was the lack of an agreed-upon land classification system. The im­

portance of this recommendation needs to he establish~d at t!1C ;-';ational level, 

a decision made and then given appropriate support and direction. 
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Other issues that would appear to deserve additional attention of the 

National Coordination Committee include agricultural credit policy, 

training, means of simplifying Project budgeting and funding procedures, and 

additional integration of sector programs (Bimas, Inmas, estate crops, 

fisheries etc.) with Project efforts. 

The Project monitoring system, in addition to other sources, should 

provide information to the Secretariat to develop a program of analysis and 

recommendations to the National Coordination Committe. Decisions of the 

Committee need to be disseminated promptly and clearly to the Provinces, 

Kabupatens and basin project offices (WMDC &CBPO). 

Section 4 The Basin Coordination Committee 

The responsibilities, organization and activities of the Basin Coordina­

tion Committee are contained in the attached annexes II-B, II-C and Figure 

II-I, respectively. 

The committee \\':1S established by a joint decree cf the Ministry of Public 

Works, Agriculture anJ home Affairs in April, 1981. This was consonant with 

the concept of basin-wide administrarion of the Project cutting across 

administrative boundaries of local government and employing t\\'O basin project 

Offices (\~IDC &CBPO). The committee was to provide the coordinating element 

to bring about a degree of unity/integration in Project management. 

The heads of the Provincial Bappedas in West and Central Java were to be 

al ternating Chairman from year to year, and the heads of CBPO and W~IDC were to 

alternate as the Committee's executive secretary. The membership of the 

Committee officially included thirty-nine representatives (See Figure I-I). 

Costs of operating the committee were not clearly l!stabl ished. The decree 

stated that "the costs of coordination activities as intended in this decree 

will be established later, cooperatively as well as individually by each 

department (Public Works, AgriCUlture and Home Affairs)". In addition to the 

question of funding, meetings of the Committee involved up to ISO people, 

making the Foru~ less effective as a decision-making hody than it might 

have been. The Committee appears to have been only partially effective as a 

means of coordinating annual Project plans. Preparation for the Committee 
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meetings has been observed as a costly exercise in terms of time and effort 

by officials with other responsibilities, and it is seen as usurping local 

government perogatives by some. 

In spite of these difficulties, the committee played aT. important role 

in disseminating information about the Project at a time when this was badly 

needed (Sec Annex II-C). TIlis is a flffiction that still needs to be carried 

out, if not by the Committee, then through alternative arrangements. TIle 

othel functions listed in Annex II-B (Coordination of planning, coordinating 

Hater use among competing needs, and gathering information) also continue to 

he essential. Other studies have concluded that the magnitude of coordina­

tion problems among Kabupatens and between the two Provinces does not justif 

the time, effort and costs of the Con~ittee. 

The ~Ianagement Study recommends that further consideration be given to 

a basin-wide co~nittee, but with responsibilities to improve the management 

information 5ystem, rather than attempting to assume the role of coordination 

for plans and budgets. 

A revised committee approach would be justified only if certain condi­

tions could be met. First, there should be an agreement between (among) the 

Provinces and Kabupatens on the usefulness of the revised commi ttee, and 

the roles that it I,ould carry-out. Second, there shoul d be agreement on the 

selection of a single, full-time Exe:utive Secretary, capable of relating 

professionally to the Governors and especially to the heads of the tlvO 

Bappedas, whom he would be serving. 

There should also be agreement among the local government units on the 

roles to be performed by the committee and the Executive Secretary, The Stud) 

proposes that the role should be primarily to improve the communication 

process as a part of the management information system, serving the interests 

of the Provincial Offices, the Kabupatens anJ national level agencies, The 

committee would not have the responsibility :0 coordinate plans and budgets, 

rather it would support the effort to improve this role at the Kabupaten 

and Provincial levels. 

The Provinces and Kabupatens should also agree that the level of analy­

tical effort going into preparation of committee meetings I,ould be incl'eased, 

first through the direct effort of the Executive Secretary and second by 

local agenc)" support to the Secretary in preparation of materials. 
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This implies that the Secretary, in concert with other basin agencies, 

would prepare meeting agendas, and that agenda items would be carefully 

prepared for discussion and decision-making, where decisions seem to be the 

desirable outcome. As noted above, decisions are not always needed, 

adequate clarification being the desired end. 

The added analytical efforts should help identify and articulate problems 

leading to solutions that can be made in the basin, or the communication of 

these problems to Provinces or to the National Steering Committee (Secretariat). 

In the latter case, the issues need LO ue clearly stated, supported with 

information, and an actionable decision proposed. 

The ~Ianagement Study proposes that the major acti vi ty of the full-time 

Executive Secretary sh"'lld be to arrange quarterly meetings of the revised 

committee, and then follow-up on the issues and recommendations of these 
meetings. 

Are there important substantive matters that could be handled, in whole 

or in part, by this process? And, would the effort be worth the cost in 

terms of time and money? The Study is inclined to anSI,er affirmatively to 

these questions. 

A major emphasis of the Study is to increase the coordination role of 

Kabupatens and Pro',inces regarding the Project, with the basin projects 

offices (CBPa and \\~llJC) in a more supportive and technical assistance rol e 

than they have assumed to date, The revised committee and its discussions 

could contribute co this process, recommending policies and procedures and 

secking agreement to use them, [n more specific terms, many of the 

implementation issues identified in this report, which were unresolved during 

the Project design phase, could have been resolved, in whole or in part, by 

more committee attention: attention that I,'as specific, analytical, and 

pursued beyond committee discussion, For example, hOI, should access roads be 

handled in the context of model farm site selection and then financed? How 

should the budgeting difficulties for model blocks be resolved and by whom, 

doing I.-hat? The planning process for model farms, access roads, local 

initiative projects should be handled on a coordinated and integrated basis, 

but they are not. Based on better problem identification, analysis, and 

proposed solutions (developed by or under the guidance of the conmittee's 

Executive Se~retary) progress could have been made on these kinds of issues, 

and should be attempted in the future, 
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The Executive Secretary of the committee should have a strong link with 

the Secretariat of the National Steering Committee. When National policies, 

procedures or information are needed, the Secretary, in COl1Cel't "lith the 

Provincial Bappedas, should communicate these needs to the National 

Secretariat and then follow-up to get results, 

The ~Ianagement Study considers a new attempt to use a basin committee to 

improve the Project's information system is worthly of careful consideration, 

and that a carefully supervised trial, along lines outlined, would prove to 

be cost-effective. 

Section 5 Flow of Funds 

Project Citanduy is funded through four lTlinisteries, with annual budgets 

prepared by National as we 11 as several agencies at the Kabupaten and 

Provincial level. As a result, many budgets are necessary to fund the Project, 

and a few sub activities rely on as many as four, This has been cited by other 

studies as a serious handicap for the Project, and a single-source of funding 

has been recommended. TI1C Study recognizes that funding problems exist, but 

suggests that lack of understanding about the budgeting procedures, plus the 

added complexities associated "ith foreign assistance is largely responsible. 

lbe Study's conclusion is, therefore, that better operational planning than 

occurred for Project Citanduy II, plus an improved information system, is more 

critical to satisfactory funding of Project activities than the particular 

mode of that funding. The S~udy does not consider single-source funding as a 

high priority alternative for financing basin development efforts, 

An argument can be made for a single-source of funds for the Project, 

similar to the arrangement for the Provincial Area Development Project CPDP). 

One justification is that it accomodates a single plannhg and budgeting system 

under one agency, In the case of PDP it is under the Governor and Home 

Affairs. This allows for a uniform collection of project documents COUP's) 

for revie\\, coordination and search for greater integration among sub-acti­

vities. It also gives the single agency in charge of funds greater le\'cl'agc 

over the coordination process, 
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However, single-source funding is less representative of Indonesia's 

approach to developJ!lent generally, than the current, multi-funding arrange­

ment. An effort to establish a single-source of funding will be met with 

opposition by the departments involved. It is also not compatible with a 

project that has a high infrastructure content, demanding very technical 

attention, as represented by the irrigation services component of Project 

Citanduy II. 

PDP experience seems to suggest that single-source funding does not 

guarantee greater integration in programming. Planning at the local level 

relies heavily on technical expertise at the Provincial level and project 

choices and designs reflect this influence. Furthermore, experimentation and 

innovation are influenced more by local abilities and interest than by 

sources of funds, 

ll1e material that fo 110l\'s di saggregates the funding activi ties, identi­

fies the problems, and suggests solutions Idthin the exist ing overall funding 

arrangement. 

A. U.S. AID Funding 

U,S. AID agreed to finance slightly more than one-half of the 

S 43,800,000 for Project Citanduy, or S 22,800,000. of U.S.AID's share about 

one-half (42%) was to be reimbursed (Fixed Amount Reimbursment) by U.S. AID 

after G.O. I, pre financing, execution, examination of completed work and 

approvaL This share of the Project's funds, therefore, had to be budgeted 

initially by G.O.I. institutions, There ~ere occasions ~hen 100% prefinancing 

~as not understood, resulting in under-budgeting, 

Another 45', of U,S, AID's share \~ag for procurement, contracting and 

direct reimbursment, TI1ese funds are usually not budgeted in the same manner 

and follo~ the same procedu "es required for other Project activities. 

\~en these special planning and budgeting procedures are Included, as they 

have been in other studies, the total number of budgets to operate the 

Project is increased significantly. Another 13°0 of AID's share of the funt'ing 

I.;as originally shm.;n as "contingency funds", requiring additional planning, 

prioritizing, project design and budgets, 
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Over one-half of U.S. AID's share of funding, or about 30% of all 

Project funding, is subject to the processes and procedures of contracting, 

procurement and additional life-of-Project planning. This is a substantial 

portion of the Project, and turning to single-source funding is unlikely to 

reduce the number or the complexity of the processes involved. 

B. Irrigation Services Sub-Project 

Forty-eight percent of all Irrigation Services Sub-Project funds are for 

rehabilitation of 10 irrigation systems. This is included in CBPO's annual 

planning and budgeting documentation for subsequent U.S. AID reimbursment. 

There is no problem in preparation of budgets or the time!.y allocation of 

funds. (See Table I-I for items in this Sub-Project). 

An.)ther 16% of the Sub-Projects funds is for procurement of operation 

and maintenance equipment, Pataruman shop equipment, equipment for model blocs 

and the largest share for consultants. The CBPO, an equipment consultant 

and the local irrigation services prepared the equipment requests for O&M and 

the Pataruman Shop. The local agriculture and local irrigation services 

prepared requests for a small amount of equipment, not d(livered according to 

specifications for model blocs, In general, this aspect of the Sub Project'S 

"flo;" of funds" is not problematic. 

Six percent of the funds is for training and another gq; for contingency. 

The problem represented by these categories is one primarily of planning ",hat 

is to be done. TIle current system of budgeting and the system of processing 

training requests is not the major problem. 

In addition to the funds above (80% of irrigation services funds), there 

are the remaining items that are more problematic. 

Irrigation Staff Facilities G,O. !. - $ 462,400 AI'BN 

Agricultural Staff Increases G.O. {, - $1,530,000 APBN 

;·Iode 1 Blocs and WET's G.C.!. - $ 335,000 APBN 

U.S.AID - $ 383,000 D. R. 
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The first two are wholly the plann~ng and budgeting responsibility of 

the local and Provincial Irrigation and Agricultural Services, without U,S,AID 

participation. Committment of the departments to the need for these inputs 

and local understanding of the need to plan and budget for them, should 

obviate any problem. Changing the way funds are requested or delivered, would 

have little effect on the problems involved. 

The major problem seems to occur in planning, budgeting and funding for 

the ~Iodel Blocs and the Water ~Ianagement Extension Teams (WETS), which is the 

responsibility of the local agricultural and irrigation services, assisted by 

h~IDC. These sub activities are only 5% of the Irrigation Services Sub Project. 

Under-budgeting has occurred due to a misunderstanding of procedures, 

IH th agreement of Publ ic \~orks, Agriculture and Home Affairs, a single 

Source of funds for the ~Iode 1 Blocs and WET's could be established by adding 

an appropriate amount annually to the Provincial Grant-in-aid (Inpress Dati 1). 

This would permit the three agencies (agriculture, irrigation and W~IDC) to 

prepare a single, comprehensive plan and budget for that activity. In other 

respects the presen+ system is probably appropriate. 

In summary, the budgeting and funding problems are not complex for the 

irrigation services sub-project. A major revision of the funding system would 

still require the participation of several agencies in budgeting, and also 

involve U.S. AID procedures fo' ng training, procurement, and contracting. 

C. !lome Affairs and Local Government Activities and Funds. 

TIle ~inistry of Home Affairs, the Provinces and Kabupatens plan and 

budget about 38~; of a II funds for the Upper Watershed Deve Iopmen t Sub-Proj ect 

and the Local Development Planning ~lanagement Sub project ($ 11,640,800 out of 

$ 30,52'7,000). lSee Table 11-2). ~Iost (82"0) of this S 11,6 million was to be 

budgeted for funding under the Provincial and Kabupaten grant-in-aid program 

([npress Dati I and pati II) for subsequent U.S. AID reimbursment. This is 

a system that is familiar to local government, and problems that have occured 

are procedural and not due to the system. 

There have been problems. One involved the creation of the management 

system among Home Affairs and local government units to handlt: activities un­

d"r this budget. Another problem h'as the luck of coincidence !letl,een the s/'eci­

fications for ;lccess roalls and the conditions associated Idth the use of 
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Inpress Dati II funds. A larger issue has been the inadequate in~egration 

of planning for some activities under Home Affairs and local government 

with activities handled by I'lt-IDC and related agencies. Only the last problem 

is in part a result of the funding arrangements, However, the Study 

suggests that this in not sufficient reason to change the system, and that 

there are more appropriate ways to solve the problem. (See pages IV-lB, V-16 

and V-22). 

~lost of the remaining funds (18~6) are earmarked for Socio-Economic 

research, consultants and training, involving l'.S. AID's procurement or direct 

reinbursement procedures. 

In summary, the Study considers that it is difficult to make a case for 

maj or changes in the funding :lpproach for this section of the Proj ect. 

D.	 Other Upper Watershed Development Activities &Funds 

There are 11 activities not covered in the discussion above, ancl all 

involve the \l'I-IDC. (See Table II-3). The amounts budgeted for these activitie~ 

plus the entire contingency item for watershed development, con3titute about 

4:% ($ 18,633,000) of all Project Citanduy II funds. 

Of the sum of S 18,633,000, about 23% is for model farms, nurseries, 

and other reforestation and greening activities. U.S. AID agrees to reimburse 

50°0 of the cos t 0 f the fi rs t th'O, Funding for all three is provided under the 

special assistance program for reforestation and greening (Inpress Penghij auan) 

alid the planning and budgeting procedures are clear. In Chapter IV and V, the 

Study suggests that procedures be modified, but that the system be maintained. 

Imother 31°. of the eighteen mi llion \vas budgeted for the Watershed Development 

Center, its staff and consultants. If problems exist, they should be overcome 

by attention to policies and procedures of the Departments, U.S.AID And \~IDC 

and not by a major revision of funding arrangements. For example, better 

staffing of I\"I-IDC, clearer authority and procedures to increase h'l-IDC staff 

effectiveness, and greater flexibility for planning would improve budgeting 

and are discussed in subsequent chapters. 

The Loan agreement listed contingency items in the budget for \~atershed 

Development Planning of $ 1,%I,LiOO. This is another llqa of the eighteen 

million. l11C effective use of this sum relates to planning personnel that 
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establish priorities and select and design projects. The problem is not 

primarily one of how funds are requested and delivered. 

The remaining 359• of Upland I~atershed Funds under lI't-IDC (the eighteen 

million) suppor~sother conservation measures, watershed development planning, 

extension, training and research. 

TIle Loan agreement provides 5698,000 for an act i vi ty ca lIed Uother con­

servation measures", one half to be reimburced by U.S. AID. The funds are 

to be handled by lI't-IDC and rqpo according to U.S. AID' s letter of November 18, 

1981, referencing Project III ementation Letters 2 and 6. The opportunity for 

flexible planning and the failure to take advantage of this opportunity are 

discussed in Chapter 1\, page 20. Nei ther, the source of flUlding nor the 

planning process has been established. These arc important management details 

that require attention, but not an overall revision of the funding mechanism. 

Natershed Developm,: It Planning, as an input to the updated ~Iaster Plan, 

is of concern to \\'t-IDC (See Chapter IV, page 20). Again, the funding 

approach is not the critical issue. 

Extension requires S 1,315,500 from the Department of AgricUlture budget 

(APBN). Recent creation of the Department of Forestry rna)" or may not add an 

element of complexit)'. Funds are budgeted by \\'t-IDC for the national budgets, 

and U.S. AID pr0vides a smaller procurement item. 

Training aT~ research arc more problematic than the other sub activities, 

and account for about ~9. of the eighteen million. The research problems 

have included late planni~g and procedural delays at the Department and 

U.S. AID in reviewing and approving the program. Essentially the samd sorts 

of problems plague training. Consideration by the Departments and U.S. AID 

of ways to facilitate review and apprcval procedures, and/or allocating 

greater authori t)' to the research staff, are the important items. 
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TflBLE 11-1 

IRRIGATION SERVICES SUB-rRO.TECT rUNDING 

Suh-rroject Activities 

Irrigation Rehab 

Of,~l Equipment 

Irr. Staff and Facilities 

Ag. Staff Increase 

Water Mgt. Ext. Teams 

~Iode 1 Blocks 

Training 

rataruman Shop 

Consul tants 

Conti ngencies 

Responsible G.O. I. Funding U.S. AOJ Funding 

Funding 

Department $ Sour..!' F.A. R. 
rrocun'­
ment and 
contracting 

Direct 
Reimburs­
mC'nt 

r.u. 

r.u. 

I'.U. 

~I. O. A. 

~I.O.A. 

~I.O.A. 

~I, O.A. -I'. U. 

P.u. 

3,226.1 

40.0 

4()7.4 

1,530.0 

235.5 

100.0 

'i5.9 

150.0 

A.P.B.N. 

A.P.B.N. 

A.I'.B.N. 

A.P.BoN. 

A.P.B.N. 

A.P.ILN. 

A.P.B.N. 

J\.P.B.N. 

3,226.1 

260.0 

65.3 

120.0 

1,580.0 

1,190.0 

183.0 

200.0 

795.9 

p.u. ~Iin i stry of Public Works 

M.O.A. ~Iinistry of AgriCUlture 

A.r.B.N. National Budget 

F.A.R. rixC'd Amount RC'i mburs men t 

Source Loan AgreC'mC'nt 



TABLE TI-2 

IImlE AFFMRS AND LOCAL r.OVERN~IENT Ar.rlVITIES AND FUNDING 

.
 
U.S. AID Funding 

F.A.le 
I'rocure­
mcnt and 
contracting 

Uirect 
Hei mburs­
men t 

662.6 

2,453.5 

1,032.4 

240.9 

50.8 

504.0 

539.2 

917.0 

262.0 

R9.0 

150.7 

Sub-Project Activities 

UPPER WATERSIIED DEVELOP~IENT 

Upland Expan. Pack 

Credit 

Access Roads 

Erosion Con.Exist. Roads 

[list. Upland Pro. Adm. 

LOCAL DEV.PLAN AND MAN 

Training 

Local Tnitiative Pro. 

Socio-Econ. Research 

Consultants 

Contingencies 

Hcsponsiblc 

Funding 

llcpa rtlljcn t 

II.A. 

II.A. 

II.A. 

II.A. 

II.A. 

II.A. 

II.A. 

II.A. 

If. A. ~Iinistry of f10me Affairs 
IN. I National Grant - in - Aid to Provinces 
TN.II National Grant-in-Aid to Kabupatens 
A.r.I3.N.­ National Budget 
F.A.R. - rayed Amount ReimhurslIIC'nt 

SourcC' : Loan AgrC'C'mC'nt 

(i.O. L Funding 

$ 

662.6 

2,453.5 

1,032.4 

240.9 

149.3 

252.0 

110.0 

100.0 

Source 

TN. T 

TN. T 

IN. TI 

TN. I I 

TN. T 

TN. T 

A.r.B.N. 

A.P.B.N. 



TABLE TI-~
 

UPPER WATERSHED OEVELOP1-IENT ACTIVITIES AND FUNDS
 

Sub-Project Activities 

UPPER WATERSHED DEVELOPMENT 

Rescarch 

~Iodcl Farms 

Nurscries 

Refor. and Grcening 

Other Cons. 1-leasures 

Ivatershed Ilcvelopment Plan 

Extension 

Training 

Ivatershcd Dev. t-Iat. Cen. 

W.M.D.C. Staff 

Iv.t-I.D.C. Consultants 

Contingency 

U.S. Al() Fundingll~sponsil.>lc G.O.I. Ftmding. 
I

I'undinl.: Prucul"e- Ilirect 
Ih: i mUll 1",,­mell!: "lidSOlirce F.A.IC$Del' itl' tll)en t cOlltrac!:illg Jllellt 

1-1.0./\. 77.7 A.P.B.N, 85.6 182.4 
1-1.0./\. 551.4 IN. P 551.4 

1-1.0.A. 576.0 IN. P 576.0 

M.O.A. 2,000.0 IN. P 

1-LO.A.-p.U. 349.0 349.U 

1-I.:1.A. _I" .U. 1,535.0 A.P.B.N. 120.0 850.4 

t-1.0.A. 1,318.5 A.P.ll.N. 301.2 

1-1.0./\. 295.4 A.P.ll.N. 1,110.9 
t-I.O.~\. 822.1 A .. P .. 2 .. ~~ .. 344.0 

MeOeA. 1,996.0 A.P.B.N. 

200.0 A.. P.. ll.N. 2,450.0 

551.0 A.P.ll.N. 1,440.0I 
~I.O.A. t-linistry of Agriculture 
P.U. ~Iinistry in Public Works 
F.A.R. Fixed Amount Reimbursment 
IN.P National Reforestation and Greening Funds 
A.P.B.N. National Budget 

Source Loan Agreement 



A.\};EX I I-A
 

ROLES AND RESPONSIBILITIES Or: TIlE NATIONAL STEERING
 

CO~fl.IITIEE A.\'D ll1E SECRETAR IAT
 

The Loan Agreement provides for the establishing of "an Interdepartmental 

Steering Committe,e ••• ",ith authority ••• to coordinate planning, budgets and 

implementation of Citanduy II financed activities". The committee "'as estab­

lished on .June 23, 1981 "as an expedient exercise for coordinating plans 

and programs for a river basin development program ••• pending the establish­

ment of a ~ational Coordinating Team for nation-wide development of river 

basins", 

The ~ational Steering Committee consists of 14 people representing seven 

ministeries. 

The decree gave the Committee responsibility to exercise coordin,ltion of 

planning and programming in the Citanduy River Basin Idth regards to : 

construction for irrigation, drainage river improvement and flood 

control, 

research, monitoring and updating the River Basin Development plan, 

development of the river basin, 

supply of potable I,at"r, 

management of \~ater-use for crops and other purposes, 

improvement of local capabi 1i ties for planning and managing river 

hasin development, 

others. 
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A Home Affairs decree also created an eight-man secretariat for the 

Committee. The secretariat is to help the Steering Committee carr)' out 

duties such as : 

inventory coordination problems at th~ regional level, 

provide suggestions/recommendations and periodic reports to the 

National Steering Committee to determine policy for Citanduy Basin 

Deve Iopmen t , 

prepare and handle information from the Basin Coordinating 

Committee, 

prepare materials and a schedule of meetings for the National 

Steering Conunit tee, and 

other secretariat duties. 
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ANNEX II-B 

GOALS A"iD RESPONSIBILITIES OF THE BASIN COORDINATION CmL\IITTEE 

The Decree, establishing the Conunittee, states that the goal of the 

Citandu)' project is to increase the level of living of people in the basin. 

A.	 Sub goals 

1.	 Develop ;.nd rehabilitate infrastructure to increase food production, 

2.	 suppl)' clean water, 

3.	 Flood Control, 

4.	 Preserve forests, soil and water, 

5.	 control erosion, and 

6.	 Improve integrated development planning and management in the basin. 

B.	 Duties 

1.	 Organi zation of effective cooperation among project:; and agencies 

at the Kabupaten (district~ level, anci do so in a manner that is 

consistent \,ith plans and programs which are already established 

for basin development. 

2.	 Organi:ation of <:oordination in planning and implementing \\'ater-use 

arrangements. 

3.	 Gathering suggestions from the area concerning Basin development. 

TIle decree further provides that 

a.	 The committee wi 11 hold meetings routinel)' or as needed, 

b. Discussions reached in the meetings will be binding on agencies 

represented, 
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c. the committee can establish consultation h'i th experts/specific 

agencies when execution of the Committee tasks require it, 

d. the Committee will submit routine reports to the National Steering 

Committee with copies to the Governors of Central and West Java, and 

to the five District Offices (Bupatis) involved. 
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ANNEX II-C 

SOME OF THE SUBSTANCE OF BASIN COORDINATING COMl-IITTEE l,lEETING 

1.	 Pro ject officers in Ci tanduy II snould famili ari ze themselves wi th 

the following to improve intergration and implementation. 

established Government of Indonesia regulations and procedures. 

local level organizations that can contribute to project 

success: e.g. PKK 

existing coordinating bodies. such as the Agricul tural extension 

coordination forum (FKPP). 

2.	 The National Steering Committee requested a report (matrix) of projects. 

locations and funding. 

3.	 Bappeda TK I elaborated on data requirements for planning in the form 

of maps showing land classification, land slope, rainfall, levels of 

erosion, actual and planned land use. 

4.	 Basin Coordinating Committee issues raised include: 

funds for operation, a work program and budget for submission to 

Jakarta was proposed, 

the organization of a full time Secretariat was discussed and 

agreed to with responsibilities to : 

a.	 collect project data, 

b.	 eval~ate reports, 

c.	 prepare materials for the Committee, and 

d.	 arrange meetings. 

the Basin Coordinatlng Committee is not a new element in the 

Government Structur.·. but an instrument of Barpeda I to promote 

coordination, consistent with regulationi. 

5.	 Presentations of the major programs in the Citanduy II Project.' 

6.	 Participants have asked specific questions or made observations about: 

the content of the Loan Agreement and the need for a common 

understanding of it. 
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the need for better project plans, standards, data, and evalua­


tion 0 f perfonnance.
 

reimbursment requirements/procedure,
 

whether the U.S. AID-PDE*approRch or the GOI-DUr/DIP should be
 

folluwed in project planning and design,
 

the need for careful planning and instruction for the Credit
 

program.
 

7.	 Principles of water use in West and Central Java from the Manganti dam. 

8.	 The responsibility of P3RPDAS for the Upper Watershed master plan 

based on surveys and trials. 

9.	 TIle roles and responsibilities of the Committee need to be examined and 

translated into effective operations. 

* Project Design and Evaluation. 
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CHAPTER III 

THE CITANDUY BASIN PROJECT OFFICE - BA~JAR 

Section 1 Background 

A. History 

The ~Iaster Plan (1975) for River Basin Development provides a sketchy 

history of the Government of Indonesia's efforts to develop the Citanduy 

Ri vel' Basin. 

In the 1930's efforts were made to improve the river channel, and some 

planning was done for the construction of levees. Also the people in Central 

Java and West Java separately attempted to construct levees for flood control, 

and this led to competition, rather than cooperation, between the communities 

on the east and west banks of the river. 

In the 1940's the Pataruman weir waS built for irrigation and presumably 

it served an irrigation system t~at was built at an earlier date. 

In 1948 a proposal \~as made to convert the Segara Anakan, a tidal lagoon 

in the Southern part of the Basin into a farming area by using dikes, drainage 

and pumping. Another suggestion was made in 1970 to silt-in the Segara Anakan 

Idth the flood waters from the Citanduy, filling the area for farming. The 

ECI Master Plan proposed that the area be converted to a fres'\ water lake, 

and at the samp time reClaiming about LO,OOO hectares for cultivation. 

Analysis continues and a final decision is pending. (See Figure III-I). 

The 1948 proposal mentioned ahove alS0 suggested diverting water from the 

Citanduy River to the South Lakbok ar'}a in I~es t Java, and divert ing another 

par~ to the Sidarcja ~rea in Central Java, ~hich is in process. 

Other studies were made in the basin. One of them concerned soils in the 

Rawa LaKbok area (1938) and another called Ci tanduy Flood Problems in 1969. 

These activi.ties preceded the decision to include the Citanduy River 

Basin development in Repeli.ta I as a Class A project. The decisiun was 

supported by the generally low levels of development and income in the region. 

Following this decision the Ministry of Public Works and ElectrIc Power 

established a Citanduy River Basin Project Organization (CBPO) at Banjar, 
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\~est Java to carry out the development program (Decree No. 133, 

April 1969). These decrees plus accompanying clarifications gave the 

organization (CBPO) broad authority. for Citanduy River basin development, 

stipulating short-term and long term objectives. The decrees also prescribed 

a management structure and outlined some of the relationships to be established 

with other agencies in the basin. (A more detailed review is provided in 

Section 2 below). 

A reconnaissance study by P,~. Indah Karya was one of many produced 

followin~ the 1969 decisions. The agency was directed in 1969 to conduct a 

reconnaissance study and prepare a report concerning the Citanduy River basin 

development, the Segara Anakan and surrounding area. The final report was 

published in 1971. 

The Study considered several dams and reservoirs for electric power and 

irrigation, construction of nek irrigation systems and improvement of old 

ones, construction of levees fc,r flood contrcl, and provision of funds for 

operation, maintenance and repair. The estimated cost of the total program 

was Rp. 170,000,000,000. The report did not include suggestions for a 

management system. 

B. D.G.W.R.D. - ECI Contract, 1973 

In 1973, four years after the Banjar office was established; and two years 

after P. T. lndall Karya I s reconnassance report, a contract I,as signc·d betl,een 

the Directorate General of Water Resources Development and Engineering Consultants 

Incorporated for comprehensive development of the Citanduy-Ciseel Basin. 

The contract stipulated five major targets as follows: 

1. a comprehensive study to determine an optimal pattern for the 

utilization of the water and land resources within the Project area, 

2. identification of a management system needed to achieve the recommended 

pattern of land-usc, 

3. consideration of environmental impacts of the project, 
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4. a Mast~r Plan for step by step development of the project area in 

order to aChieve project objectives, 

5. and, preparation of two feasibility studies for two sub-projec~s 

determined by the study and ~laster Plan. 

Item 2, the management system, and item 4, the Master Plan, are of 

special relevance to the present management study. 

The ECI Master Plan, published in 1975, proposed eight major efforts 

plus a unified management system. 

I. Lower Citanduy/Ciseel River System. The plan recommended the 

construction of levees for flood control along the Citanduy, Ciseel, 

Cijolang and Cikawung Rivers, plus diversion of water from the Ciseel 

to the Citanduy River. 

Rehabilitation of irrigation systems for 12,447 hectares and new con­

struction for 3,800 hectares was pre-posed plus drainage as needed. 

2. Matenggeng Dam and Power Plant. A 120 meter high, earth and rock­

fill structure was proposed on the Cijolang River \,ith an installed 

capacity of 100 megawatt of power and irrigation. 

3. Reclamation of th~ Segara Anakan and Env~. TIle plan proposed 

to convert the Sega~d Anakan to a freh water lake, using cut-off dikes, 

tide gates and other measures. TIlis was proposed to reduce salinization 

of the lagoon: 21,000 ha of land were to be reclaimed from salt marshes. 

Filling and clearing some areas was involved. Technical irrigation was 

then to be provided on reclaimed land. 

4. The Upper Citanduy/Ciseel River Systems. Ten irrigation systems 

(5,926 hectares) were to be rehabilitated and a new management approach 

established. 
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S. ~ehabilitation of Irrigation and Drainage in Central Java Areas. 

(Same as 4 above for 5,647 Hectares). 

6. Construction of the Sldareja Irrigation System. Construction was 

underway at the time ECI made its study. The study noted that 2,200 

hectares of the 7,119 proposed for irrigation depended on development 

of the Segara Anakan, as noted in item 3 above. 

7. Construction of the Cihaur Irrigation System. The service area 

consisted of 2,100 Hectares, and achievement depended on development of 

the Segara Anakan Project, plus diversion of water from the ~Ianganti 

weir to the Cibeureum River, hence to the Sidareja c~nals, and then 

pumping at two locations. 

8. Upst~~~1L~ement Ir,lprovement System. This sub-project 

proposed planning and management of upper watershed soil and water 

management and farm production in non-irrigated areas. Technical and 

intstitutional requil'ements were outlined. 

9. The Proposed ~lanagement System, The ~Iaster Plan notes: "It is 

envisioned that the ~fanagement of the entire Citanduy River Basin 

Development project will be concentrated under one central authorit)~': 

the mnistry of Public lI'orks and Electric POl-o'er. (See proposed 

organization: Figure II1-:?). There was to be a single Citanduy ~fu1ti­

purpose authori ty, a sing Ie Board of Di rectors, and one General ~fanager. 

Three sub-projects were proposed for 1) upstream development 2) the 

Lower Citanduy/Ciseel and 3) the Segara Anakan. Each subproject was 

to have a project manager directly responsible to the General Manager. 

The recommendation noted the need for coordination between the two 

provinces included in the Citanduy River Watershed. 

Funding for the program was to b~ directly to the Authority from the 

cent ral governmen t, and the Authori ty waS to have the po\\er to make assesmen ts 

for its goods and services, and use funds for operation and maintenance. 

The Authority was accomplishing the following: 
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1. Inn" ,se agricultural production, including cultivation of 

indu~trial crops, 

2. plan and stimulate activities to maintain and upgrade soil
 

qualities and reduce erosion,
 

3.	 plan and initiate a forest economy, 

4.	 intensity effective/efficient use of irrigation water, 

S.	 stimulate fisheries and recreat~on 

6. maintain flood control structures and establish flood warning 

system. 

C.	 Ci tanduy I Loan, 1976 

In 1976 a cooperative development program \~aS designed and a~reed to by 

the Government of Indonesia alit! U. S.AID. to finance .some of the ~Iaster Plan 

components. Work under the previous contract was continued with emphasis on 

1) construction of levees and other river control measures, 2) several 

activities to improve irrigation and drainage, 3) consulting services, 

·1) feasibility studies for further development plans, and 5) training. 

t\lthough the program countinued to emphasi:e flood control and irrigation, 

upland studies were made, including the Langensari irrigation pilot proj ect and 

pilot project for conservation and crop ,Jroduction. 

D.	 ~uy II Loan, 1981 

The Loan supports a program consi~tillg or three !.ub projects: one for 

upland development, another for continued development of irrigation services, 

and a third to improve local planning and management capabilities. The Loan 

Agreement required "the establishment of an inter agency organi~ational frame­

work for executing on a coordinated basis the various project components ••• " 

and one \Hi tel' has observed that "the Government of Indonesia devoted 

extensive high-level attention to developing an appropriate organizational 
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structure to carry out the Project". Two interministerial decrees were 

issued creat:..ng a national level and a basin level coordination commitee. 
After that, a third decree from the Ministry of Agrilcuture established the 

Watershed ~mnagement Development Center at Ciamis. 

The organizational arrangements and management system under Project 

Citanduy II was, therefore, quite different from the recommendation in the 

1975 Master Plan. 

This study examines the responsibilities, organization and operations of 

the Project Office at Banj ar (CBPO), as an impctrtant element in this recent 

project management structure, and suggests ways to strengthen its role and 

operation. 

Section 2 Organization and Responsibilities 

A. Organization 

The Citanduy Basin Project Office (CBPO) is directly responsible to the 

Directorate of Rivers in the ~Iinistry of Public Works. This is a strong and 

direct relationship, and as a consequence the Provincial and Kabupaten 

Governments are sunstantially less involved than in some other project 

activities. n,e siz~ and technical nature of CBPO's work contributes to its 

independence from local routines. 

The CBPO has a manager, three staff sections, a consultant team and 

two subprojects (See Figure 111-3). Each staff section is divided into sub­

units, and the two sub projects for the upper watershed and the lower water­

shed have a staff an t1 line organization appropriate to their tasks and 

responsibilities. 

The organization of CBPO has undergone a series of modifications to 

reflect than~es in program content, but also to improve management, and control. 

The most recent change reduced the number of sub projects from 4 to 2. 

Although not part of the formal organizational arrangement~CBPO has 

working relationships hith other agencies in the basin. It relates to the 

[)epartment of lIigh\,ays and the national rai ll,ay agency. where irrigation or 

flood control structures affect the roads or rails. It also works with the 
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Land Office (Agraria), local government and people in acquiring and paying 

farmers for right-oI-way. Since CBPO is primarily responsible for con­

struction, it works with the Provinces, Kabupaten-based Irrigation Section~, 

and local people in order to adjust project designs to local needs and to 

the requirements for subsequent operation and maintenance. The CBPO also 

inspects completed primary and se~ondary irrigation systems with the Provin­

cial and Kabupaten Irrigation Services and makes repairs in the turn-over 

process. In a similar way it relates to local water users associations (P3A) 

in turning over the farm ditch systems. In the past CBPO designed and 

managed a pilOt project for water use and farming systems, I~orking directly 

with local irrigation and agricultural services. 

B. Responsibilities 

1. Overall Responsibi li ties. The 1969 decree of the Ministry of Public 

I\'orks and Electric POI~er establ ished long term and short term objectives for 

CBPO. In the long run CBPO is responsible for conducting surveys and analyses, 

and providing designs and costs for development projects; supervising con­

s truction; and arranging e ffec ti ve management. In the short run CBPO is 

responsible for intensi\'~ efforts to protect flooded areas, especially crop 

land, and to reclaim areas for crop production. 

These objectives have not been changed in substance, although the scope 

has been modified with the revised program involving Project Citanduy II and 

the work supported by ADB in the lower parts of the basin. 

The CBPO Manager has responsibility for overall management of activities 

consistent with current plans and objectives, and current laws and regulations. 

He supervises the work of the three staff sections as well as the two sub­

project.;. 

The sub-project m.magers are responsible for implementation of projects 

inthcir respective area,;; flood contrOl, irrigation and'the ~Ianganti darn in 

the upper basin area, Bnd the Sidareja, Cihaur and Najenang irrigation systems 

in the lower area. 
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The Administrative Section of CBPO hJndles all purchases of supplies, 

prepares equipment I ists for purchuse 1J~' DCh'RD und processes ti tIes of 

land purchased for right-of-I"ay. Tn nddi tion it Ilrepares annual planning 

and budgets, and carries out financial and personnel control. 

The Planning Section collects data, provides analysis, maps, designs, 

~,d specifications for all CBPO sub-activities. It also collects and pro­

vides data to help control construction and rehabilitation work so that it 

is consistent with project designs. 

The Operation Section prepares work schedules for all CBPO sub-activities, 

including construction and rehabili tatiol'. wOl'k. It supervises, monitors and 

recommends adjustments in contractors and plans and budgets for the 

use and maintenance of equipment. (for further details of the three sections 

!jee Annex II I -A) • 

Good working relationships among these sections are essential for good 

operations. All sections, plus the sub-projects work with the administration 

section in preparing annual plans and budgets. The planning section prepares 

project designs and cost estimates, which go to the operation section for 

planning and budgeting physical construction and maintenance. The operation 

section is responsible for construction s!.lpervision, but with technical 

inputs from planning. All sections are involved in preparation and processing 

of tender documents and contracting. The administration and operations 

sections cooperate in planning and meeting equipment needs. In addition the 

Sec:ions are directly involved with other basin agencies as outlined in 

Section 2.A. 

These relationships are difficult to maintain at a desirable level, 

and CBPO management strives to maintain and improve them. 

2. CBPO Responsibilities for Proiect Citanduy II. The role and respon­

sibilities of CBPO are limited for Project Citanduy II, compared to those under 

earlier programs. In part this is due to the expansion of the project into up­

land agricultural development and in part it is due to an effort to involve 

other agencies more directly in the development project. Limitation of CBrO's 

role reco~lize5 the responsibilities of local agencies for basin development 

over the long run, but it does not diminish the importance of technical 

ssistance that CBra provides to other agencies in the basin. 
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The Project activities for which CBPO has direct or collaborative 

responslbilities include rehabilitation of the irrigation system in 

Kabupaten Ciamis and Tasikmalaya, equipment planning and purchases for the 

Kabupaten irrigation sections and for the Pataruman ~hop, watershed 

development planning, other conservation measures, training, the ~outh 

Lakbok Feasibility Study and utilization of Consultants (see Table III-I). 

3. Rehabilitation of Ten Irrigation System. Ten upper watershed 

irrigation systems will be rehabilitated, improving about 5,000 hectares of 

land. Six of these systems are in Kabupaten Tasikmalaya and four are in 

Kabupaten Ciamis. 

1he Loan Agreement specifies that designs for the rehabilitation work 

will be "prepared by the Provincial Water Resources Division and Construction 

will be supervis~d and coordinated by the Irrigation Office of each respective 

district wi th assistance from the provincial level". In order to cal': y out 

these p~)\isions it was further agreed that CBPO would review and approve 

designs before sending them to the Directorate of Rivers and U.S. AID for 

approval and funding. The CBPO has consulted with the Provincial and 

Ka1>upaten irrigation offices in order to resolve issues about roles, respo~si­

bilities and procedures. 

Completion of the design \.;ork has been delayed by a lack of common under­

standing about the issues of r~sponsibility and about acceptable procedures 

and standards for design preparation. (For addition:tl detail see Annex III.,.B). 

CBPO prepan's the annual budgets for costs associated h'ith rehabilita­

tion of the ten irrigation systems. 

4. ~fodel Blocks and Water ~fanagement Extension Teams. The ~Iodel Blocks 

lre areas of 100 to ISO Hectares, located in ea~h new or rehabilitated irriga­

tion area, The purpose of these blocks is to demonstrate improved water use, 

local maintenance of farm systems and agricUltural technologies, and also to 

;trengthen farmer organizations that can carry Of; i.nese practices. The 

lpproach used on the blocks is based, in part, on a pilot project conducted by 

:BPO under Project Citanduy I at Langen~ari village. There are 19 of these 

Ilocks now establ i shed of 22 provided for in the Loan Agreement. Some of these 

lave been initiated in areas where the rehabilitation work under the Project 

las not began, requiring larger system improvement costs than anticip~ted 

Ir provic~d fr'T in the Loan Agreemen t" 
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Prp.paration of the area for the ~lode I Blocks has involved CBPO, the 

Kab~paten Irrigation Section, Local Government, the ~IDC and local farmers. 

Sometimes the main system has required upgrading, in which case plans are 

prepared by CBPO and carried out 1-,/ the Upper Watershed Sub Project. If the 

tertiary, or farm system needs improvement, the plans are prepared by CBPO in 

consultation with the other agencies, and work is carried out by the Kabupaten 

Irrigation Section and local farmers. Funding requirements in excess of those 

allowed by the Loan Agreement are budgeted by CBPO and supplied by the Indone­

sian Government. Loan Agreement funds are budgeted by the WMDC for training, 

and by the Agricultural and Irrigation services for their respective portions 

of the illodel bloc activity. 

5. Pataruman Shop and Operation and ~laintenance Equipment. An equipment 

special ist consul tant assisted the CBPO in preparing specifications for shop 

and a and ~I Equipment for procurement, The Consultant, the CBPO Equipment 

Section and the Kabupaten Irrigation Section worked together to identify and 

specify a and ~I Equipment needs, and the Ka!Jupaten Irrigation Section budgeted 

for the G.O.I, counterpart funds. CBPO processed the request for Pataruman 

Shop equipment directly with the Directorate of Rivers for U.S, AID funding. 

6. Training. The Loan Agreement provides training for existing and 

new agricultural and irrigation personnel, the \'later ~Ianagement Extension Teams, 

and for village workers in village agriCUltural and irrigation organizations. 

The training program includes in-country training and overseas academic and 

non-formal training. 

CBPO has met with other Provincial agencies to prepare a training program, 

particularly for overseas. In-Country training for extension personnel is 

prepared by the local agriCUltural and irrigation services personnel and 

officials from the \'l~IDC. Plans and budgets for the latter must go through the 

Agricultural Ext0nsion Training and Education Organization (BPLPP) in the 

Ministry of AgricJlture. 

Except for the immediate needs of extension personnel, a reasonable 

training program has not been worked out. 

7. Other Conservation ~Ieasures. TIle Loan Agreement provides $698,000 

for this activity, one-half to be reimbursed by U.S. AID. TIle measures to be 

Undel'tDken are not specifically defined, pending additional site studies, 

hOl,ever, "small check dams, gully stahilization and stream bank protection" 
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are suggested. Both Public Works and Agriculture are involved in this 

activity. To date, there has been no progress in defining what these 

measures should be. 

8. Watershed Development Planning. The Project anticipates that an 

updated Master Plan for Development of the Citanduy River Basin will be pre­

pared in the third year of the Project. An Upper Watershed Development plan 

would be an input for the ~laster Plan, most of which is the responsibility 

of the WMDC. At this point i~ time CBPO has one responsibility in this 

effort: the collection and analysis of the hydrologic and sedimentation data. 

Funds ($ 110,000) are provided to CBPO for measuring equipment under the 

Loan Agreement. A study proposal has been prepared and submitted to the 

Directorate of Rivers and U.S. AID for approval (Cltandu> Water Budget and 

Sodiment Study). The purposes of the Study are to provide information for 

rational allocation of basin \~ater resources and to provide inputs for the 

updated ~laster Plan. The Study utilizes the Project funds for equipment, 

calls for 62 man-months of technical assistance, and requires four years to 

complete. Immediate planning is needed to successfully integrate the study 

as proposed with the needs of the updated Master Plan in 1984-85. 

Section 3 Management 

A.	 Goals and Objectives 

Project Citanduy II uxpanded the goals and objectives of previous 

Citanduy river basin development programs, adding emphasis to upland water­

shed development. TIle Loan Agreement also added management clements (Home 

Affairs, local government, Agriculture) and the CBPO roles and technical 

ass is tance capab il i tics, and the oppClrtuni ties to app ly them in order to 

achieve Project goals and objectives continue to be important and should be 

emphasized and used. 

B.	 Organization and Staffing 

CBPO has been reorganized recently to reflect its alter~d rule, and 

also to improve internal management. The staff sections for upper water­

shed development were deleted in light of the functions performed by the 
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~IDC and local government, and four sub projects were combined into two. 

There were other minor changes to strengthen management and control. 

The importance and problems of coordinating nIl phases of irr.igation 

systems development. including surveys and designs, construction, the 

transfer of completed work to local agencies and finally local operation 

and maintenance, suggests that additional organizational arrangements 

between CBPO and the local irrigation sections should be considered. 

One suggestion given to the Study Team was to establish a separate staff 

section for a and M in CPPO occupied by local irrigation section personnel. 

A more practical suggestion would be to strengthen the lias ion between CBPO 

and the Provincial and Kabupaten irrigation offices. through a specific 

program for cooperation among these units. 

CBPO has a trained agriculturalist in its a and ~I Wlit His role in 

working with h1-1DC and local agricultural and irrigation offices on model 

bloc activities is essential and with support could assume a larger liasion 

function. 

Although the Loan Agreement provides training, neither the Project as a 

whole, nor CBPO specifically, has a coherent training plan. Although out­

side ex~ertise, either from within Indonesia or from abroad, is a useful 

catalyst for develuping a training program, CBPO should assume the responsi­

bility for carrying out its Ow11 analysis and speci fication of training needs 

as a first step. Consideration should be given to 1) management, 2) com­

puter operations, and 3) specific job-related skills. 

CBPO has prepared job descriptions for the CBPO director, sub-project 

directors and staff personnel dow11 through three levels of its 'organization. 

Revision of this document that involves the personnel concerned and that 

relates more specific~lly to tun~ti0ns and procedures of each unit, would 

contribute to CBPO organization and performance. 

C. Ope rations 

CBPO operations are guided, in the first instance, by the goals and 

objectives stated in the early dercrees by which it was established, and 

by later modifications, particularly for Project Citanduy II. Operations 

are further influenced by the annual plans and the immediate requirements 
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to carry out these plans. In addition to the internal needs, there arc 

also the operations required in relation to external agencies (PI' 6 &7 

above). 

The time of CBPO personnel appears to be consumed in performing the 

tasks of immediate urgency, with too little time to plan a longer term 

course of action. Operations planning might have resulted in more atten­

tion to some of the Project's sub activities (e.g. reh~bilitation work, 

other conservation measures, inputs to an updated ~laster Plan). Equally 

important, some operations planning and regular follow-up, could improve 

internal performance. 

The equipment specialist's report notes problems, as well as progress, 

in the use and maintenance of equipment. This aspect of CBPO operations 

should continue to be givm careful attention. Some follow-up technical 

assistance, from Indones .a or from abroad, would appear to be very cost­

effective. 

CBPO does not, as a matter of course, send annual planning documents 

to the Kabupaten government. Ho"ever, it does respond promptly to 

occasional requests from the Bappedas to provide this information and 

doing so does not constitute a major burden. The ~Ianagement Study re­

commends, as a major point, that KabL.paten level government be more active 

in Project Citanduy II. All indications are, that CBPO is able and willing 

to contribute to this process. 

CBPO should specifically address the issue of farmer use and maintenance 

of the rehabilitated irrigation systems in the uplands (as \~ell as others). 

It should consider ways that present efforts to improve farmer operations 

can be improved, and the contribution that CBPO can make. The principle 

exists that the planning and designing of systems should involve the local 

farmers and their ideas and suggestions. The involvement of the Kabupaten 

Irrigation sections is essential in this process. CBPO cannot directly 

control ~his process under Citanduy II, since planning, design and construc­

tion are carried out by other agencies. However, it could have influenced 

the process through technical assistance and guidance to those responsible 

and through its inspection and approval procedures. The principle of parti­

cipation is complex in its implementation requirements, and the only sugges­

tion here is to give the principle and its implications more attention. 

Both are discussed more fully in Chapter V. 
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D. Monitoring and Evaluation 

These activities are essential for implementation of a project and 

for replanning along more effective lines. CBPO has a monitoring system, 

how0ver·, the issue over equipment use and maintenance, suggests that the 

system should be given more attention. There have been CBPO evaluations 

of pilot projects and additional evaluations would be useful in updating 

the Master Plan. although this is not the responsibi 1.i":y of CBPO as far 

as current Project Citanduy II activities are concerned Paranthetically, 

there is an abundance of printed material at CBPO that would be of poten­

tial use to other elements of the Project, and that should be screened and 

made more accessible. 

Section 4 Recommendations 

A. Technical Assistance 

The role of CBPO was greatly reduced in Project Citanduy II, however its 

technical capability plUS the authority it has in Citanduy II matters gives it 

the opportunity for important techni~al assistance roles. 

The CBPO should give more attention to this role in its annual planning 

process, establishing annual targets and budgeting appropriately to achieve 

them. The Directorate of Rivers should support CBPO in carrying out these 

tasks. 

1. Updated ~Iaster Plan. Because this activity is a joint responsibility 

of the \~atershed Development Center at Ciamis, local Government and CBPO, the 

latter will have a responsibility beyond the Water Budget and Sedimentation 

Study noted in the Loan Agreement. The CBPO should anticipate and plan for its 

larger role, and provide tecnnical ~ssistance and cooperation with the other 

agencies to complete the Plan. 

2. The Upper 10 Irrigation Systems. U.S. AIU, D,G.W.R. the Provincial 

Public Works Office and CBPO missed an opportunity for a more useful technical 

assistance relationship among basin organizations in the design work for these 

systems. Early clarifications from U,S. AID concerning acceptable design 
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standards, and from D.G.W.R.D. concerning the division of responsibilities 

and authority would have saved time. With thase tlarifications CBPO could 

have given technical assistance to the Provincial design office regarding 

procedures that would have assured more appropriate and more timely design 

work. In future basin projects, where special engineering units like CBPO 

exists or are established, its technical assistance role to other agencies 

in the basin should be emphasized. 

3. Operation and ~Iaintenance. Al though operation and maintenance of 

systems become the responsibility of local agencies mId farmers after cons­

truction is finished, CBPO has performed technical assistance role regarding 

o and ~I. It works with the local government and local irrigation sections to 

locate and design system that are compatible with local conditions. CBPO 

also carried out a pilot project in cooperation with local agricultural and 

irrigation services in order to test and demonstrate appropriate water use 

and prodl'ction techniques, and to assist in establishing farmer organizations 

to sustain both. 

CBPO should continue to work through its O&~I section with local govern­

ment to assure that designs reflect local wishes and conditions as far as 

technically possible. Furthermore, a reevaluation of the pilot project at 

Langensari should be made under CBPO direction, and recommendations ahould 

be incorporated intu future demonstrations (model blocks). 

B. Ope ra t ions Planning. 

Nost of the annual planning by CBPO reflects the needs of major survey 

and construction tasks for which it is resp,onsible, and too little attention 

is given to Io.'ays to improve the operations of CBPO. The study recommends 

that the latter be emphasi:ed,whether or not it requires l~ne items in the 

project plans and budgets. 

1. Job [Iescriptions. It is lecommt:nded that existing job desc:'iptions 

be revised with assistance of the personnel involved, and that the revision 

reflect an analysis of the functions that the job requires and the work tasks 

to perform them. The proces:. of preparing them should be considered an on­

job training effort as Io.'e~l as the production of job description~. 
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2. Mainpower planning. An analysis of present manpower needs and 

existing manpowar s;lould be made to assess the possibility of improving, 

the performance and range of tasks undertaken by the existing staff. 

Furthermore manpower projections should be made on the best possible 

assumption about CBPa's future responsibilities in order to anticipate and 

implement adjustments in total staff and required skills. 

3. Training. CBPa staff over the next year should systematically 

assess its functions, tasks an~ needed skills, and recommend a training 

program to be achieved with intermediate term (one year) short term and on­

site cources 

There are other issues discussed with the CBPa staff that have not been 

addressed in this study. One is the issue of operation and maintenance of 

major systems after construction is completed. ~Iost of these systems lie 

out side the Citanduy II program. Nevertheless there is concern about the 

future costs of operation and maintenance, who will assume them, and the ways 

in which users can be made to appreciate their responsibility and support 

the effort equitably. 

The question of how water resources will be effectiv~ly allocated among 

competing needs and the operating rules to be employed at major control 

structures is another issure of concern to CBPa that has no~ been addressed 

in this study. 11 is apparent that the Basin CoordLna~ion Committee has not 

come to grips with it, and there have been suggestions that the two Provincial 

water boards are better situated to handle the problem. This issue warrants 

further study. 

These, and possibly other issues warrant additional attention. 
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TABLE I II-I 

PROJECT CITANDUY II SUB PROJECTS-AND ACTIVITIES 

RESPONSIBLE DEPARnlE~TS A~D FUNDS AND SOURCES 

T 

Sub-Project 
G.O. r ~ FUnding U.S. AID Funding 

and 
Sub-Activi ties 

$ Source F AR
••• 

Procure­
ment and 

Contracts 

Direct 
Reimbur • 

lloPer Watersehd Deve 1oomen t 

Training 295.4 A.P.B.N. 1,110.9 

Watershed Development Plan 110.0 

Other Conservation ~Ieasures 34:i.O A.P.B.N. 349.0 

~lode 1 Blocks 100,0 200.0 

Development Irr. Se-rvice 

Irrigation Rehab. * 3,336.1 A.P.B.N. 3,226.1 

Of,~l Equipment * 40.0 A.P.B.:-J. 260.0 

Trainin!; 55,9 A. P.B.N. 795.9 

Pataru:nan Shup* 120.0 

Consultan~s . 150.0 A.P. B.:-i • 1,500.0 

Suuth Lakbo:, Feasibility 
Study ** 

* PI ann i n,;; and bud.;;et ing procedure 5 are curri ed out b~' f'roCi t • 

•• Funds included under Consultants item. 



"l
l 

TO
 (
~
l
l
f
I
l
O
N

 
,
.

_
_

 
H

u
R

lP
 M

 

..
C

A
N

O
A

N
'"

 
M

_
_ 

_ 
.... 
/:
1'
-~
-
,
\

-..-
---

---
'---

----
" 

_
_

_
_

_
_

 '
(
'J

O
L

A
 
~

 
_ 

-
-
-
-

I
~' 

"
'"

 
~
-
-
"
<
~
~

 
,,

..
..

..
 

C
, 

«J
A

N
 

-XQ
" 

Q
.r

lf
!/

: 

" 
n 

r
,

i1 
I~

: f~
 II 

,
z o 

..
" 

...
n

.,
 

m m
C

 
.Pi

J)
 

0 
_

-
:tJ

 
.I

I 
l;

 
en

 
-<

. 
I'

 ~ 
} 

:: 
~

~ 
~ 

" 
~;;

;~
~
~ 

"
.
"
"
 

r 
~ 

~i
~ 

1 z 
:7J

 
j

..
 ~

 l 
F
~ 

8 
F; 

.,
,~

 0
<

 
rT

J 
9 

;5 
~

~ 
r 

~ 
t 

g
~ r

~ 
~ 

~
 

~
~

 

~
 

W
!!

5T
 J

A
M

. 
~
"
<
W
W
C
1

 

P
W

 
~ 

"
.,

.., 
-L

..
 

O
t<

T
1G

4 
M

'
,
-
-
­

~-
• 

2 ;:!
 

,0
 
7
~

 
0 

!l
 

'O
K

M
_

.
_

_
-
:.

<
:u

 
,.

 
F-

n 
(
J

 
(i 

fY
I 

It
' 

.'
O

J 
"i
'~
:1

 t
 

••
••

 ~
~ 

T
O

 C
lJ

uL
A

N
.

1>
 

'"
~ 

~ 
~

I.
-~

(
/)

 
••

 
l:

J 
fN

D
O

N
!J

IA
N

 
O

C
!A

N
-

v 
~ 

z
. 

" 
o 

..l
)
"
 

~
 

, 
:r: 

2 



Z 
n 

'"' z 
C> 

z 
'"' '"' ':0 

Z 
C> 

n 
o 
Z 
III 
C 
r .... 
~ 
z .... 
III 

ORGANIZATION CHART 
CITANDUY BASIN DEVELOPMENT AUTHORITY 

MINISTRY OF PUBUC WORKS ANDI 
ELECTRIC POWER I 

CONSTAUChON OI'VWOl ........HTfHAlCr 
~"...~,.. 

II ~U~CA'ItSOA I SUft[AVISOIlI 5U~("V'SOA • 5UltfAYISDA 

~"" "~",...O I ".W ....... CiviL WOAKS 'l[lO SUlllV('fS 

AND L[vfE REPAtR 

....~,r{N.,..C[ I H SOllINVfST,GATIONS IH ""HAH'CAlL Hrc'ACAll H SOIL INv(STIQA,110NS 

I . "-IOOOCON1AOlDl!.TAIC1S 

tCliI3 14 I ~] I w .ll[ III .:lUAU'" OlOLOOIC.&L INyrST. 

_ ~ L~_~NO ~~~l·I·''I ~ ~.JOA STRUCtURES I LAND OUALIl. WAJDA 51.ucTu.r' 

jNYI-;";;'~~':~ ~-;;.~,~_ L_~A~~G[• ...J 'IIIAIG L DRAINAG[ I IIllAIG L OllUI""AG£ LAND ,1111(".U",.'ION
I. 

I~COWNUHI'., 0(...[,0"..(N11 111111110 .. Da.tNA.Q( 

~ 
i._~~~~N~___ ! WL_"~~~a"LoaIS'IC!l J ~ 

A[S[JH[ .. rH~ 4~U.lIC "H'''~ L"rUIT,r"'H' l 
... ....... 
I 

N 

[cr;i;';;C-OOROl'WltlGl I I I 
I ....:O~~':-_J 

~ 

~ 
~()I' LW'~~~ ~o~~.~ 

---~ 
~AIG L OA"'IHAG~ 

... ~ ... Hn OUAl·lj;-~ 

~ 
~~~:":O[V[l""~"[N' 
~..,~~~ 

~'.u.~s~~ 

~ r ;';.;''- .O~~Al'O-"-! ... 

~[-;'-;8l~~."· "(4,;..-4 --, 

; ( ';.,."t II .... G L lOO~~ ._J 
I - - -­ ._­

~ [AOA'.~'::'~A,A:-CA[~iJ. 
~ ~---;-~ A 0 ~ ru.· .. ~ .-' 
,'­
I:1 CC:~"'UHI" OlVLU'PW~~~ 

'r-;;;;;;::;------, 
:~O~~'N.~.~~:_J. 

~I ~: -;,'!.: .. W~lOI." C - ---1 
~ _. _. _. __J 

~I ~~_.(~.I-;·l-l!:~;;=-.=J 

-



ORGANIZATION STRUCTURE 

CTTANDl/Y BAS IN PROJECT OFFICE 

I[Ii rectorate General, Watcr Hcsources Dcvelopment\ 

I 

I nirector of Rivers I 
I 

I Projcct Director I 
,---------------
I 
I 

r-------------~L---------, 
I ICon'illitant TeamL ________________________ ~I I 

ell i l' f "f Planning 
~('(tion 

Planning Technical 
Planning 

r
 
Chief of Implementation 

Section 

Operll­
tions 
Opera­

tions 
and 
In"'inte­
nance 

Equipment 

I
 
Olief of Administration 

Section 

I 
Procure­
ment 

Finnnce General 
Adminis­
tration 

I I 
I Upper Watershed ILower Watorshed I 

Suh Pro iect Suh I'ro;ectI 

..... ..... ..... 
t".I 

-"
 

I 



ANNEX I II-A 

RESPONSIBILITIES OF CBPO STAFF SECTIONS 

Administrative Section 

The section has three units for a) procurement, b) finance, and c) 

general administration. Procurement is a recent addition as well as a sub­

unit for land acquisition. The major responsibilities of the section include 

the fo llowing: 

1. review and recommend modifications of CBPO's organizational structure 

and staffing, and prepare job descriptions, 

2. interpret and communicate government policies and procedures to 

CBPO staff and oversee compliance, and also prepare supplementary regula­

tions for improved operations, 

3. coordinate preparation of CBPO's annual work plans and budgets for 

submission to national funding authorities, 

4. coordinate land acquisition and compensation for Project development 

activities, 

5. monitor and evaluate contracts, work orders, and other financial 

documents and transactions, 

6.	 coordinate preparation of personnel and financial reports, 

7. supervise and control all financial transactions and use of funds 

and manpower, 

8.	 procure all CBPO supplies, prepare equipment lists for purchase by 

DGI~RD and arrange titles to land purchased for right-of-way. 
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Planning Section 

The section has units for general and technical planning, under which 

these are sub units for hydrology, surveys and mapping, geology and soil 

mechanics, rivers and irrigation and drainage, Responsibilities inltlude: 

1. Establish the means and carry out research, surveys, analysis and 

reports regarding hydrology, climatology, geology, soils, mapping etc. 

2. Prepare plans, programs and designs for construction and rehabilita­

tion for irrigation, drainage, and flood control, 

3. prepare specifications for contracting and submit to the Operations 

section for further preparation for contracting, 

4. cooperate with the Administration Section in preparing annual CBPO 

plans and budgets, 

5. carry out measurements etc to help control construction etc. in 

ways consistent with designs, 

6. coordinate all planning activities for basin development. 

Operation Section 

The operations section consists of three units: general operations, 

operations and maintenance, and equipment. The operations section is 

responsible for : 

1. Planning all·construction activities, scheduies and costs for budget 

preparation, 

2. developing a program and then coordinate operation and maintenance 

activities for irrigation systems and flood control, 
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3. supervising and monitoring the work of contractors on a scheduled 

basis in cooperation with sub project m&nagers and recommend changes, 

4. prepare detailed cost estimates for tender documents, 

S. plan and coordinate the use of all equipment and its maintenance, 

6. monitor and evaluate activities and prepare reports, 

7. promote the establishment of construction standards and criteria 

compatible with subsequent operations and maintenance, 

8. develop liasion with other agencies in the area that are involved 

in flood control and irrigation serivices work, 

g. collect, compile and provide data and statistics for planning and 

operations. 
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ANNEX II I-B 

REHABILITATION OF TIlE UPPER TEN 

A CASE STUDY 

Rehabilitation of the "Upper 10" irrigation systems in the CitandllY River 

Basin will use about 15 percent of all Project Citanduy II funds ~nd 4~ percent 

of the funds for the Development of Irrigation Services Sub Project. The reha­

bilitation sub activity is therefore larger enough to warrant attention of the 

Directorate General for Water Resources Development, U.S. AID, CBPO and Provin­

cial and Kabupaten Agencies, ,;,hen· problems arice. 

The Loan .\greement Implementation Letter No.6 specifis that aE funds for 

rehabilitation will be allocated to the Ministry of Public Works, and in turn 

allocated to thE' Citanduy Basin Project Office at Banjar for financial control. 

The Loan Agreement also states that "final designs will be prepared by 

Provincial Water Resources and construction will be supervised and coordinated 

by the Irrigation Office of each respective district, with assistance from the 

Provincial level. The District Administration and Planning Boards will monitor 

overall progress". The Basin Coordination Committee is also supposed to review 

the overall development plan under Project Citanduy and serve as a forum to 

facilitate coordination. (Seu Figure 1). 

A. Justification 

1. Integration of design and construction work Idth future requirements 

for operation and main tenance, 

2. Early participation of farmers and their local organization in the 

development of structures that they will be subsequently responsible for 

operating an d maintaining, 

3. Early participation of Provinvial and Kabupaten administrative 

service agencies in activities for which they have major responsibilities 

now, and in the future, 
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AGENCIES AND RELATIONSHIPS FOR REHABILITATION 

OF "UPPER TEN" SYSTEMS. CITANDUY II 

Figure III-B-l 
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4. To strengthen the capabilities of local institutions to plan and 

manage development in their respective areas. 

Although not explicity stated, it was assumed that the arrangement out­

lined in the third paragraph on page 1 would permit timely completion of tasks 

of good quality. There have beeu several problem!.. accountered in caarying out 

this plan. 

Desi~l work has been slow and not acceptable unanimously to all agencies 

involved. 

Coordination of planners and designers on one hand and the Irrigation 

Sections who minister the operation and maintenance program on the other hand 

has not been satisfactory to the latter. 

There have been substantial efforts at coordination among the various 

agencies, but an excessive amount of time was used in solving the problems. 

For example, in December 1982, over two years after the Loan Agreement 

was given signed, the agencies were still meeting to "clarify the division 

of responsibilities between the Provincial Public Works office and the Project 

office at Banjar". The major issue was whether or not the Provincial Office 

or the Project Office was responsible for contracting and carrying out cons­

tructsion, and a decision ultimately had to be requested from the Department 

of Water Resources Development in Jakarta. 

Also in December issues regarding other elements of the Irrigation 

Services Sub Project related to the rehabilitation effort were still up in 

the ai r, incl uding training, the numt-er of personne I requi red for operation 

and maintenance, and processes and procedures for implemen ting the ~lode 1 Blocks. 

B. Considerations 

In the future there kinds of basic issues should be identified and re­

solved in the Project design and o!1erational planning phase. Some of the 

considerations that would warrant early attention and discussion among 

representatives from U.S. AID, D.G.W.R.D., Provincial and Kabupaten office 

and the Project office at Banjar would include: 

1. Clarification of U.S.AID and Public Works standards to be met in 

preparing project designs. 
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2. agreement upon acceptable time-phased procedures in preparing for 

and carrying out the design work, including field surveys and field-checks, 

cooperation with Kabupaten Irrigation services and village level in­

stitutions and the farmers inVOlved, 

3. agreement on routines and procedures for affective liasion among the 

Provincial design team, the Kabupaten agencies and the Project Office at 

Banjar, 

4. agreement on the allocation of roles and responsibilities, including 

the kinds and degrees of assistance from one agency to another, and 

agreements regarding contracting and funding, 

5. consideration of the ways other Project Citanduy II activities wer~, 

linked to the rehabilitation of the Upper 10 irrigation, system and timE'­

phased planning to integrate them. 

At the present time efforts should be continued to make these coordinated 

efforts effective. Each agency involved has an important role to play. The 

Project Office at Banjar is a specialized instrument for river basin development, 

with consul tant support, and represen ts skills and experience for trans fer of 

technology to other agencies. The Provincial Public Works Office has a new 

design team, and over the long run this team and the Office has responsibilities 

for continued development, operation and maintenance of irrigation in the 

Province. Also, at the provincial ll)vel is the ~linistl'Y's office for coordina­

tion (Kantor Wilayah Pekerjaan Umum, Tingkat Propinsi). Its role, as we under­

stand it, is tailor-,ade to help handle some of the problems involved in the 

"Upper 10". As far as I,e know it has not been involved. The roles are I~ell 

knOl·:n for the Kahupaten Irrigation sections, the farmers and their nascent 

organizations, and tlw r<abupaten administrative and service organizations. The 

important task \,as (and is) to establish and maintain relationship among them 

that serve the purposes of the Project. 

TIle policy and procedural difficulties encountered in carrying out the 

work to rehabilitate of the Upper 10 irrigation svstems, and the time and 

attention it has taken to solve them, has adversely affected the acheivement 

of the substantive objectives listed at the bOttOIl, of page 1 and 01, page 2. 
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The policy and procedural questions were the kind that could nad should have 

been anticipated in the Project design phase, and should have been solved 

promptly by conferences among U,S, AID, D.G,W.R.D. and the basin organizations. 

In the case of the "Upper 10", it seems doubtful that a dffercnt approach 

to overall organization and management would have made much difference. The 

problems cited would have remained, and if different arrangements tended to 

isolate Project Citanduy Office from the process, its potential roles as 

technical assistance agency, would have been reduced, 
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CIW'TER IV
 

THE WATERSHED MANAGE~IENT DEVELOP~IENT CENTER
 

Section I Summary 

U.S. AID and the Government of Indonesia designed Project Citanduy II, 

invol ving two concepts. One I~as that the Proj ect should recogni ze and 

reflect a river basin as the unit for development, even though it cuts across 

administrative boundaries of Province5, Kabupatens and Kecamatan. The other 

concept, in part conflicting with the first, was that local government has an 

essential role in planning and managing local development programs. 

fn recogni tion and support of the basin-wide concept, a I~a tel' ~Ianagement 

Development Center was established at Ciamis, building on the pre-existing 

gmening and re fores tat ion proj ect headquarters (P 3RPDAS) for the Ci tanduy and 

Cisanggarung River basins. The combined headquarters \~as to have a basin-wide 

responsibility and authority for "planning, budgeting, implementation, evalua­

tion of the upper watershed project and the agriCUltural components of Irriga­

tion services" projects. Local government I,as to carry out field activities 

and assist in the identification of field sites. A Basin Coordination 

Conuni t tee I, as to rev iel; and approve plans and budgets. 

fn sl~port of the second concept, the Ministry of Home Affairs and local 

gover.l:nent "ere ;;iven the role and responsibility for increasing local capa­

bilities to plan and manage local development, as well as the responsibility 

for several specific Project actIvities, These arrangements are discussed in 

Chapter V. 

fn the course of Project operations some adjustments have been made, 

resolving some of the difficulties represented by the tl';O concepts, For 

example, the Governor of ll"cst Java directed that all substantive planning for 

greening activities be reviewed and approved by local government. Some 

Kabupaten Bappedas have instituted measures to integrate planning mor~ 

thoroughly among agencies and sub activities, On the other hand the activities 

of the Basin Coordinating Committee have beer. less effective than expected, 

and lapsed entirely in recent months, Further adjustments are possible and 

needed to improve the role of local government in coordinating planning, 

budgeting and implementation, and to strengthen and emphasi:e the technical 
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assistance that \',1IDC provides to local governhlent and local technical 

services. 

~IDC has three general responsibilities and should spend some time in 

establishing a strategy to achieve each. lne responsibilities include 

l)facilitating the implementation of existing Project sub activities, 

2) contributing to the expansion and development of the Project through 

research, trials, experimentation and re-planning, and 3) rendering technical 

assistance and cooperation that advances the capabilities of local government 

and 10c.lI technical agencies to do ~lDC' s job. Material of the r.ecent Progress 

and Planning Work Shops, plus recommendations of this Study and the Watershed 

Assesment Team Report could be used to establish annual targets and procedures 

to more fully accomplish the three objectives. An important element of these 

strategizing efforts should be a review of \I'}IDC's evaluation and research 

priorities, and further focus of resources on these priorities in the three 

remaining years of the ['roject. 

~MDC needs to be strengthened by added personnel from livestock, estate 

crops and fisheries, and also by policies and procedures that permit them to 

work more effectively as specialists in the field. 

In Section 2 the organization, authority and staffing of li~lOC is reviel,ed, 

I;ith added discussion in Annex IV-A. Section 3 examines li~lDC'S responsibili­

ties and Section ~ concerns operations as they relatc to each major sub 

actiHity, and I;a;,s they could he improved. Section 5 consists of general 

condusion; and major recommcndations. 

Section :2 Organization Authority and Staffing 

,\. Internal Organi:~~~onal_Structureof ',nlllc 

The s t1"ucture 0 f Ill-IDC is shOl>11 in Figure VI -1, and includes sections for 

planning and guidancc, soil and watcr cons~rvdtion, research, training and 

ext~nsion. In addition to the headquarters at Ciamis five sub-ccnters were 

cstablished and staffed in each of the five sub-watersheds in the basin. 

A team of consul tants is also stationed at Ciamis in support of \\'1-IOC. 
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Reflecting the P3RPDAS interest, there is a project implementation officer 

stationed in each Kabupaten in the Citanduy-Cisanggarung river basin, who 

is responsible to the head of P3RPDAS. 

~IDC staff was to include personnel from the seven major agricultural 

departments, each man working Wlder the direction uf tile II'l-IDC chief. 

In practice not all departments are represented, and staff members have been 

given varying degrees of authority to operate at the field level, frustrating 

the ability of the WMDC Chief to manage the unit as anticipated. The organiza­

tion and lines of authority shown in Figure VI-I, therefore, are not wholly 

accurate. The important point is that ~IDC does not operate as intended. 

B. External Organizational Relationship of WMDC 

The Loan Agreement contemplated that the \\lIIDC could be a basin-Nide ins­

titution. 'nlC Chief of the Center \\'as to be appointed by the mnistry of 

AgriCUlture and vested with appropriate authority to plan, budget, implement 

and evaluate the upper Natershed project and the agricultural components of the 

irrigation services sub-project. The Center I,as to "coordinate" its Nork with 

local government and the planning, budgeting etc. of the Center \\'us to be 

reviewed and approved by the Basin Coordination Committee. In short, the Center 

I,as conceived as directly representing the ~Iinistry, coordinating its activities 

\>ith local gO\'ernment, and submitting to redel' by the Basin Coordinution 

Commi ttee. The nature of these relationships has been obscured by the generality 

of Project language, the actual organi:ation of the Center, and by the recent 

creation of a ~Iinistry of Forestry. 

111e organization of W~IDC in 1981, relied heavily on the estahlished organi­

:atilJn, gniJ:lT1ce and procedures developed o\'er the years for the Greening and 

Hefore,;tation project (1'3RI'J),\S). This reliance on past organi:ational \,ork is 

unders tan dab Ie. The se organ 1 zationa 1 rlrrangemen ts and guidance documen ts are 

complex and difficult to produce. Furthel'ffiore, the purpose of Project If and 

the 1'3RPlJAS apperared sufficiently simi.lrl1 to justify this approach. 

111e decree of th~ ~Iinistry of Agriculture in 1981 (:\0. 482 ... 1981) that 

establ ished thl: \\~I[1C, I,as based on previous Indonesian 1m,s and ministerial 

instructions. Amon:; these precedents has the 1976 decree of the 1,Iinistry of 

AgriCUlture that explained the organi:ation and functions of P3RPDAS. 
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1, The 1976 Decree, ~linistry of Agri,;ul ture. The Decree notes that 

river basins should be defined and used as the basis for carrying out refo~esta· 

tion and greening, and that a P3RPDAS office in each basin would be respon­

sible for planning, budgeting, technical guidance, supervision of activities, 

monitoring, reporting and evaluation. 

The basin-office was to be directly responsible to the Director General 

for Forestry in the Ministry of Agriculture, assisted by the Direct"f for 

Reforestation and Rehabilitation. The office was to consist of a treasurer 

and administration unit, and three staff sections for planni ng, technical 

gu:.dance and monitoring, and extenssion. All personnel wen' to be directly 

responsible to the chief of P3RPDAS. The decree lists the duties of each 

section and also emphasizes that P3RPDAS wi 11 estab 1ish "working re 1ationships 

and coordination with other parties that have responsibilities or are other­

wise important to the reforestation and greening project". Each P3RPDAS 

office was to provide the master plan for basin development, and then provide 

guidance and technical direction to those involved in carrying out greening and 

reforestation activities. 

2. The 1981 Decree, ~Iinistry of Agriculture. The decree designated the 

P3RPDAS office in the Citanduy-Cisanggarung \~atershed as "temporarily having 

the status of a Special Development Unit within the jurisdiction of the Ninistr 

of Agr i cuI ture as h'as mean t in the ~Iinistr~· of Agri cuI ture decree of 1976", 

and making it the interagency unit in the basin for Project Citanduy II. The 

~Iinister of Agricul ture appointed the chief of the P3RPDAS office as the head 

of the neK unit, responsible to the Directorate of Forestry. 

The three original staft sections became five: planning, soil and water 

conservation, research, training and extension. ,\ team (If con>:ultants \~35 

ad,kJ to the .Hgani :ation. 

Organi "::~t ion at the Kabupaten level for implementation of the P3RPliAS 

pr0r.ram and fc'r Project Citanduy II are also essentially the same. The Bupati 

is tl,e re<;pon',ible officer for the greening program. He appoints a Project 

~lan"l\!r C' [~II'RO) from among the chiefs of the foodcrops, forestry or estate 

crop3 services (sec Figure rV-2). He also reviews and approves the annual 

operatioflal plan for the greening program, controls the funding, and oversees 

implemenl:ation. 
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The chief of mlDC (as the P3RPDAS officer) consul ts with the Bupati, 

provides technical guidance at the field level, and controls all P3RPOAS 

extension workers. 

In summary, the Wl-IDC organization was fitted into the earlier P3RPDAS 

arrangement with very few modifications from eariier instructions regarding 

general organization and operations. 

3. Authority. The issue of "authority" has several facets, and there 

appears to have been several versions about each in recent studies. This is 

probably due to lack of specificity in some of the instructions, but equally 

due to practices that evolve in the field, modifying responsibility relation­

ships. 

One facet of the "authority" issue is the degree to which ''!MDC is 

directly responsible to the Ministry of Agriculture, or conversely, the 

degree to \~hich the Provincial and Kabupaten Government can influence mlDC's 

role in planning, budgeting, etc, Since 1~IDC programming is limited to a 

development program prescribed in national level instructions, both \'!~lDC and 

local govICrnment are limited in their authority to choose and design projects. 

TIlis has been viewed as a serious lack of authority to plan more flexibly in 

order to adjust Project content to local conditions, However, the Study Team 

has been told that greater flexibility is possible under P3RPOAS :nstructions 

than has been requested by the basin planners, Furthermore, unused Project 

funds (contingency funds and "other conservation measures") suggest that the 

failure to plan in a flexible fashion may be due to the lack of time, atten­

tion and local ability to do so. ~e\'ertheless, it is proposed in this report 

that greater authority for planning beyond the strict guidelines for P3RPDAS 

he permitted. 

TIlere is also the question of local government authority in relation to 

the authori ty of P3RPDAS, first for planning and second for project implemen­

t,tion. The guidance for P3IU'l;,\ ",entions three planning phases: a basin 

mo ;tel' plan, an annual technical P~<lll, and an annual operational plan. 

The pl<lnning processes for the l<ltter t ....o are shOl;n on Figure IV-~ and IV-S. 

Accoraing to the l<lnguuge of the P3RPOAS instructions, ,,'hich is a joint decree 

of the ~Iinistcrs of Agriculture <lnd Ilo:nc .\ffairs, the hasin P3HP1Jl\S office is 

responsible for tl:e hasin master plan and the annual technical plan in 

"consultation" l,eith Provincial and Kabupaten Bappedas, Community Development, 
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Public Works, Agraria, etc. The chief of P3RPDAS is then instructed to send 

the plans directly to the Directorate General of Forestry, These plans are 

important because they establish the size and substance of project actiVities 

for the coming year, that must be reflected in the annual operational plan. 

The operational plan is prepared by local people and Kabupaten officials 

(Sec Figure IV-5). 

I~ practice the Governor of West Java has issued instructions that the 

annual technIcal plans must be reviewed and approved by Bupatis and the 

Governor's office before transmittal to the mnistry. ~Ioreover, the local 

Bappedas have asked for and are playing a larger role in site selections and 

project design. The study recommends that cooperation between P3RPDAS and 

local government continue, giving the latter a larger role in the process. 

According to P3RPDAS guidance, the Bupati is responsible for implementa­

tion of the greening activity with technical assistance from local P3RPDAS 

chief and the apparatus he controls, including extension personnel. ~gain, 

in actual practice, P3RPDAS may assume an implementation role in the field, 

rather than an advisory one, It would appear, however, that authority for 

local agencies is clearly stated, and that it remains for II'l-fDC (P3RPDAS) 

and the local agencies to assume cheir responsibilities and roles in a 

mutually supporting fashioTl, This report recommends that the Agricultural 

Extension Coordination FeruJII (FKPP) be used to promote this kind of coopera­

tion among extension personnd, ,\here the issue of authority for implementa­

tion seems to occur. 

Another facet of the "authority" issue concerns the relationships 

among the chief of 1~IDC, the Department representatives on his staff and 

their parent departr.1Cnts. TIle Loan Agreement assumed that specialists from 

seven departments would ,·;ork under the chief of the II'~fDC in creating an 

interdisciplinary and integrated approach te, Lasin development, TIlis general 

concept, however, appears to be .imited in application by the prescribed 

program for P3RPDAS, extensive prescriptio"s in the Loan Agreement, and the 

strong role of Sational level departments, particularly with regard to 

research and training. So one suggests that the authority at \)~IDC should be 

completely open-ended. On the other hand additional degrees of latitude and 

authori ty and improved proce,lures should al10\\ more timely planning and 

funding of locall;; identified needs llld activities, 
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Annex IV-A presents additional detail regarding organization and authority 

of I' 3RPDAS and I~\I)C. 

C. Staffing for W~IDC 

The \Y~IDC professional staff, according to the Loan Agreement was to 

consist of representatives from seven departments of the Ministry of Agri­

~ulture: food crops, livestock, fisheries, estate crops, forestry, training 

a~d agricultural research. 1nis staffing pattern, in fact, has not been 

carried out, omitting officials for livestock, fisheries and estate crops. 

The staffing (see Table IV-I). provided for 19 professionals, 3 of I,'hich 

were research personnel. 1110 latter were to he provided space and support at 

WI-IDC, but not under direct control of its chief. In addition the Loan Agreement 

provides 43 administrative and support personnel. The field staff (see Table 

IV-2) of \IT/oIDC represent employees of the earlier P3RPDAS office plus additions 

required by Project Citanduy II. Some extension field staff are posted in 

areas of permanent responsibilities and are "to be attached to the District 

Agricultural Srrvice". Other field staff and extension workers are attached 

to the five sub-conters of \\~·IDC under P3RPDAS. 

Section 3 Respo~sibilities 

In general, the \\').IDC is responsible for 'Ictivities that \~ill achieve the 

reclamation and maintenance of land and water resources, particularly in the 

uplands. It is also responsible for developing and introducing more effective 

technologies for conserv<ltion <lnd production, and assisting in the training 

and motivation of f<lrmcrs to usc them. Thus, ;\1-IDC \\'as established with specia­

lists' from several agri..;uI tural departments and a team of consul tants in order 

to cst<lblish and carry out an integrated and multidisciplinary approach to 

accOIilp Ii sh these obj ect i ves. 

IV-7 



More specifically, the center was given the responsibility for basin-wide 

planning, budgeting, implementation, and evaluation. Furthermore, a specific 

set of activities, prescribed in the Loan Agreement, was to be handled by 

the center (See Table IV-3). 

The M-IDC also was to be responsible for coordinating its work with local 

government "in recognition of the importance of decentralization and local 

control essential for maximum participation, acceptance and perpetuation of 

conservation practices." The Loan Agreement notes that W~IDC will provide 

coordinated resources and guidance, and local administration will carry out 

field activities and be involved in site selections. The tension between the 

two basic concepts 'for Project Citanduy (Le. basin wide authority for W~IDC 

on one hand, and local government responsibilities, on the other) is discussed 

in Section 5 below. 

The WHDC has responsibility for execution of the P3RPDAS program within 

the limits set out in the National guidance (Program Bantuan Penghijauan dan 

Reboisasi , 1982/83 - 326 On the otter hand it is also responsible for 

the Citanduy II program that is intended to be more comprehensive and more 

innovative in its approach. The P3RPDAS program includes bench terraces,water­

ways, check dams,demonstration farms, nurseries, and an agricultural input 

package. (Trle model farm as prescribed in P3RPDAS instructions is outlined in 

Annex B). On the other hand the Loan Agreement suggests an experimental and 

innovative approach in order to develop the knOWledge that can be used to 

iMprove the overall program and contribute to an updated ~faster Plan. For 

example specific reference is made in the Loan Agreement to experj'nents and 

re3earch regarding cropping systems, live3tock husbandry, agro-forestry, silva­

pasture, and appropriate treatment of land with slopes in excess of 50%. 

Upland farming models are to be demonstrated and tested. The overall emphasis 

of the Loan Agreement is that the present project should be improved and 

aoapted to local conditions and potentialities through a continuous process of 

experimenta:ion, research, analysis and replrinning. To Jate the Citanduy 

Project has not been sliccessful in these respects. 1\~'ll)C, the consultants and 

supporting national agencies have a dual responsibility for implementating 

programs that arc already designed (including greening), and at the same time 

establishIng the basis for a more effective program and approach. 
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Section 4 Operations 

In daily operation of the program under ~MDC, the team must focus on 

three basic achievements. One is the implementation of projects "on the 

books" in a fashion that is as timely, effective and efficient as possible. 

TIlis is absolutely essential If the Project Citanduy II experlence is to be 

used as a demonstration for other river basin projects. Simultaneously, the 

team must look for ways to innovate and experiment when it appears that the 

present Project approach is not as effective as it should be in its strategy, 

its choice and design of projects or its use of time and manpower. Third, 

the team must consider how its operations can support and contribute to the 

capacity of local government and local technical services to handle develop­

ment programs more effectively. 

Thls is a large order, but an essential one. At a minimum the team 

should focus some attention on ways to achieve these objectives, and 

establish preliminary operational procedures or principles to achieve them. 

The recommendations in this Chapter and Chapter V should be revie\~ed and 

considered as inputs for its strategy. 

lllCre are several problems that confront an effort to achieve all three. 

First, there have been too many major implementation problems, reSUlting from 

inadequate Project design and operational planning, that have had to be 

so 1ved s imul taneous 11' with the kinds of prob lems that ah:ays arrive during 

project implementation. This has taken time and attention away from achieve­

ment of other substantive objectives. Second, the identification of develop­

ment problems in an on-going program, and the design of innovative approaches 

to solve them is difficult. The arrangements to facilitate this kind of input 

have been inadequate. The PDP experience in eight provinces should give some 

insights regarding this problem and the provisions needed to handle it 

successfully. Chapter V suggests that th,· Project recognize the need for 

special study and design teams, and the nl:ld for resources to support them, 

Another problem is the tension created by the basin-wide role given to 

\\.'·IDC, the competing role for planning and budgeting given the local government 

~gencies, anti: e ineffectiveness of the Basin Coordinating Committee, In 

general the management study suggests that the hMDC emphasize its technical 
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assistance role to local agencies, supporting Kabupatens in their efforts to 

coordinate planning and budgeting and implementation. It also recommends 

that the Kabupatens assume/be given a more specific mandate and procedures 

to carry out these responsibilities. 

The ~IDC team should consider these recommendations in examining its 

strategy and style to accomplish the three objectives suggested in the first 

paragraph of this section. 

A. Planning 

WMDC begins its planning and budgeting cycle in June with a staff meeting 

to identify problems that can be addressed by the Center in the coming 

fiscal year (April 1 through March 31). During August, each section at il'loIDC 

prepares a list of activities (matrix) for funding and an estimated cost and 

source of funds for each. In September and October the lists of the several 

sections are combined and taken to Bandung for a Province-wide planning meeting 

chaired by Bappeda personnel. A copy is sent to the Directorate General of 

Forestry, representing the annual technical plan (RTT) requested in the 

guidance for greening and reforestation. This combined matrix represents all 

activities under the ~IDC program (see Table IV-3). In November and December 

four project papers (DUPs) and budget documents (DIPs) are prepared, one each 

for reforestation and greening, training, farming research and dev~lopment 

and guidance work for irrigated farming (model blocks). The documents are 

sent by I~IDC to the appropriate Departments (Forestry, BPLPP, AARD, Food Crops 

and Irrigation). After Departmental review, the documents are sent to the 

National Steering Committee and Bappenas for discussion, adjustment and 

approval. The final budget documents are prepared in January and funds are 

available in April (see Table IV-4 for an outline of this planning-budgeting 

sched~le and process). 

There are a number of factors that adversely affect this planning and 

budgetiryg process. Although the matrix of projects and estimated costs are 

all-inclusive of I~"'IDC activities, some of the inputs are budgeted by other 

agencies in the basin or at the Province. The budget picture for the Project 

as a whole is ilrpossible to assemble and review locally, Furthermore, parts 

of a single sub-activity may be budgeted by more than one agency. Not only 

is this confusing in the planning stage, but later, funds are delivered 

through more than one channel, 



Another factor influencing the Project has been the lack of under­

standing by some officials about the Project conditions and budgets have 

been inaccurate. 

Integration of th~ planning process is much more easily accomplished 

in some situations than in others. For example, plans for the irrigation 

demonstrations (model blocs) require inputs from the local agricultural 

and irrigation service with technical assistance from W1-lDC. This is accom­

plished on time and without great difficulty. On the other hand, plans for 

the upland demonstrations (model farms) are linked immediately or overtime 

with seedling farms, a sub-activity to extend the demonstrated technology to 

other areas, access roads and local initiative projects, among others. 

~IDC managers are responsible for some, but not all, of these activities, 

therefore coordination of plans and budgets is much more difficult. 

Another basic problem is that 1\~IDC has authority for planning and so do 

the local government agencies. Over the long run the latter Ijlust have the capa­

bility to do this job. In the shortrun, therefore, every effort should be 

made to assist local government in the planning role, and hNDC's instructions 

and efforts shoUld be directed tOl.;ard this goal. I\'hile it is true that I\'NDC 

has the authority for the annual technical plan (sec Figure 11/-4), which 

establishes the substance of several activ.ties, in fact, it coordinates with 

local Government beyond the "consultation" suggested in the ;'>lational instruc­

tions. The operational pLin (sec Figure I\'-5) on the other hand is the product 

of local govel'7'.ment, h'ith technical assistance from h'~IDC. This trend toward 

cooperation should be reinforced by establishing a full time soil and I,ater 

conservation Coordinator in each I\ahupaten, b:' modifying national instructions 

to encourage the coordination bet\\een 1,~!LlC and local government, and other 

measures outlined in Chapter V. 

TIle I\abupa ten "bot tom-up" planning procedure begins in February or :>Iarch, 

preceding the beginning of \\~IDC' s planning operation the follOldng June. 

~Iuch of \\'~IDC's planning should be courdinated with the former process. 

As noted above, the Loan Agreement fOlesaw a more innovative and 

experimental program than has occurred. There is a tendency to assign this 

circwnstance to the rigidity of the P3RPDAS program. This is a factor, 
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although the Study Team has been told that more variation in plans would be 

accepted than has been requested from the field. Another factor has been 

the inability of local agencies to plan for the use of funds in a flexible 

manner where they exist. The Loan Agreement provides $500,000 for "other 

conservation measures" that could presumably be used over a wide range of 

innovative project suggestions for conservation, production, and village­

level development. Both opportunities for greater flexibility in planning 

and budgeting should be used by mIDC. This may call for a modification of 

P3RPDAS instructions, calling for annual program within established limits 

(bench terraces, waterways nurseries, etc.) but encouraging well reasoned 

and well-supported plans for variations. It may also call for special 

project planning teams from time to time to assist in the process. 

B. Implementatio~. 

mlDC is directly involved in the implementation of projects, even though 

the primary responsibility in most cases (modal blocs, model farms) rests with 

local agencies. Its per sonne 1 provide technica1 guidance dOl"" to the vi llage 

level, and it has direct control ovec the P3RPDAS extension workers in the 

field (See Figure IV-2). at the same time WI-IDC officials work lvi th the 

Kabupaten Agricultural Extension Corrodination Forum (FKPP), which is an 

organization strongly supported and supervised. P3RPDAS needs its extension 

capability, and its involvement in FKP? with other extension efforts should 

suitably solve problems of coordinating activities. Additional information 

regarding implementation is provided in parts 0 through K below. 

C. ~Ionitoring 

1. The Problem. Some activities of Project Citanduy II are 

adequately observed and reported, others are not. Data from the various 

monitoring and reporting systems are not brought tog(!ther for review ~nd 

analysis, an~ tdentification of problems and the dge~cies or levels of 

government responsible for fallow-up and solutions. As a consequence 

important operational prolnems fail to be addressed adequately and on a 

timely basis. For example, nurseries, access roads, and other conservation 

measures have encountered problems, and there has been no systematic 

anal/sis for solving them. Not only have current operations been handicapped 

by these circumstances, but also the reimbursement process by U.S. AID has 

been adversely effected. 
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2. Discussion- The P3RPDAS program has a monthly monitoring and 

reporting system, that begins \"ith information from the village (LfJ-ID), 

assisted by the local extension personnel. There arc seven forms that in­

clude physical targets and accomplishments for each of the P3RPDAS activities. 

These forms are sent to the Kecamatan where all detai 1 is aggregated and 

financial targets and expenditures are added, 1ne same process is repeated 

at the Kabupatt'n level by the project manager (pnIPRO) for the greening 

program. Reports are sent to the Bupati and to the chief of P3RPDAS. The 

Bupati sends copies of the reports to the Govemor, the Provincial chief of 

P3RPDAS, and to the Prov~ncial budget .:>[fice (Kanwil Direktorat Jenderal 

Anggaran) • 

In addition, the Kabupaten Project chief of the Greening program (PIMPRO) 

surveys the nursery activity and recommends adjustments in the size of the 

greening program to be unJer~aken consistent with nursery output. 

1ne Provincial Guid~nce Team for the Reforestation and Greening project, 

described in Annex IV-A, uses the reports together with occasional field visits 

to identify implementation problems and reconunend solutions. 

Paranthetically, there is a similar reporting system for the Home Affairs 

portion of the Project. The reports are made quarterly from the Kabupatens to 

the Governor, and include financial and physical targets for each sub activity, 

progress during the reporting period and total accomplishment as of the report­

ing date. The instructions a1:5o reciuest that problems be identified. 

The [lupati's have periodic meetings involving all local agencies and the 

(amats. At these meetings all matters of on-going and future ad:ninistration 

arc discussed, includi;lg Project Citanduy II as seems appropriate. Coordina­

tion of all project implementation is officially overseen by the executive 

secretary (Sd,',d ;,.a) of the Kabupaten in association \"ith other agencies. 

1I0h'c\'er, oH'rsight of project implementation is not systematical I;' carried 

Ollt b;- the Sd\dlda or by flappeJa. 

,\ goed monitoring and reporting system should provide some qualitative 

data as well as physical and financial progress. ~Iaterials extraneous to 

solving implem('nLltion problems should be kept tn a minimum, 
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The monitoring and reporting issue has been considered in many 

Indonesian Government programs. 'rhere is no lack of past experience to 

assist Project Citanduy II in this effort. For example, three very 

differer.t systems were reported by South Kalimantan, East Java and Central 

Java for the Provincial Area Development Project. In Kalimantan Selatan the 

monitoring process began with the Project documents (sub activities, loca­

tions, targets, budgets), followed by very brief monitoring reports from the 

field. With this data Provinsial Teams visited the projects Sit~s, using 

check lists to focus their observations, and from these sources problems were 

identified, reported, and corrective action suggested. 

In Central Java a development model was designed and base line data 

collected. The various project interventions were identified as well as 

anticipated targets and criteria. Periodic reports were designed to provide 

data about implementation progress as well as project impact. A COl,lputer 

and computer programs I"ere to be used to handle data and prepare reports. 

East Java combined field visits, similar to those in Kalsel, but with 

a monthly monitoring report that covered a wide range of qualitative data as 

well as financial and physical progress. TIlis was useful, but too complex. 

TIlese systems were reported at a wurk~hop in Songgoriti, East Java in 

late 1982. ,l,lore recent information of these three approaches and others 

I\ould be us·'ful in impl'oving the Project monitoring system. 1100\ever, the 

ill1pre5 ..;ion is that the murc direct system of Kalimantan Selatan is the more 

useful :md fe:15i111(' apprach. 

3. I~ecommendations: TI1C Governor's office, assisted by the Project 

Guidance Team (see Chapter V, Section 8) should arrange a monitoring 

and reporting system based on existing monitoring programs, with additions as 

needed to cover all Project activities. 

The technical services at the Kabupaten and Provincial levels should 

continue to be responsible for monitoring, analysis, and follOW-Up to 

correct implementation problems. 

In addition, copies of all monitoring reports should go to the Bupati 

and Governor, and under their direction ~hese reports should be analyzed, 

and revic\\ed \,ith the technic:ll selvices included in the Project Citanduy 

(;uidance Teams. The offi.ce of the (;o\'e1'nor and Bupati should take 

appropriate action to facilitate problem solving. 
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~lonitoring reporcs should contain project targets and financial and 

physical accomplishment. In addition, implementation problems should be 

noted and discussed, including action taken or action needed to solve them, 

and by whom. 

The Provincial and Kabupaten Guidance Teams should pursue these problems 

to the point of solution. 

D. Research and Development 

1. The Problem. The R&D problems for upland development are so 

numerous that the Proj~ct's resources are not capable of addressing them all. 

In the long run a national-level effort to conduct research and to identify 

and use existing knowledge is needed. In the short run, the Project's 

resources can be used more effectively. 

2. Discussion. The Project provided a special agricultural research 

unit at h~IDC, and a Socio-economic Research Unit for the basin unde. the 

/.Iinistry of ifome Affairs. In addition, the Project encourages experimental 

and i'lnovative approaches for conservation and production within the context 

of the present program and budget. 

These provisions reflect the fact that ~asin development, particularly 

in the uplands, involves problems and solutions that are only partially under­

stood. Therefore, the Project, based on previous research and trials, can and 

should be adapted and made more effective, incorporating new knOWledge from 

the research and trials that the Project makes p0ssible. 

TIlC Loan Agreement emphasi:es agricultural research "in the fields of 

agronomy, animal husbandry, agro-forestry, silva pasture, fresh water fisheries, 

soil erosion and land capability", and especially field trials to adapt the 

agricultural technology package to local conditions, The Loan Agreement also 

providc5 for a socio-economic base line study and subsequent surveys to show 

the impact of the Project. In addition the Socio-Economic Research Unit was to 

provide location specific information to "fine tunc" project design:-, and 

contribute to the updated llaster Plan. 

These priorities have been restated and with added focus in the Watershed 

Assissment Team Report. According to that Report, the basic knowledge and 

technologies exist for badly needed upland "farming systems", however adaptive 
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trials of the components are required for sn~cific locations. Basic and 

applied research are needed for treatment of land with slopes in excess of 

50%. Soil and water conservation efforts would be greatly assisted by land 

suitability classifications and mapping, and by testing soil and water 

conservati on measures as substitutes for bench terraces. -nlC report also 

emphasizes the need for dissemination of nOli research-based knowledge. 

The Progress and Planning Workshop heh! 3t Ciamis, reiterated these 

priorities, adding that three years remain of, the five for Project Citanduy 

II, and that decisions should be made about the future course of thl~ Project's 

research efforts. 

3. Recvmmendations. Project personneL and officials of the AARD 

research institutions (see Pigure 1\'-6 and 1':-: regarding these organiza­

tions) should discuss the Project's research issues, and the current 

policies and programs of the Research Institutions. The output of these 

conservations should include: a) past and ongoing research relevant to 

upland agriculture, b) existing systems of rl.'seClrch dissemination and ways 

to improve it, c) existing efforts to gather, store and us~ results of past 

research and demonstrations and prdctical wa::3 to improve the efforts, 

d) pOlicy guidelines within which Project r~lated research personnel must 

work and ways to increase the authority and efficiency of these personnel, 

e) the implicatior.s of future basin research units for the national research 

organization, personncl and support. 

It is also recommcnded that the agricultural and the socio-economic 

research programs in the basin be reviewed in order to focus on critical 

problems over the rcmaining three years of Cle project. Continued emphasis 

on trials that contribute to appropiate far~ing systems is warranted. 

Howcvcr, this requires additional attention to livestock husbandry, lives­

tock feed, and estate crops. A special effort to address the problem of 

steep slopes is also appropriate. 

Futur.e basin projects should give more ~ttention to operational planning 

so that research programs arc not delayed in the early phases of the project. 

,\ major clement of Project Citanduy II :s the model farm concept that 

is based on experimental work in Solo and at Panawangan under Citanduy I. 

Ilowever, the current Project has no effort or'plan to move ahead with these 
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sorts of field trials, even through there are problems that warrant such 

work. Consideration should be given to a replication of the Panawangan 

pilot project involving steep slopes, or areas with conditions different from 

those at the original site. 

E.	 ~Iode 1 Fanns 

L Problems/Opportunities. Eighteen ne,oI model farms will have been 

designed and developed through the fiscal year 1983/84, the third year of the 

Project. This activity is on schedule, and thirty more units are to be 

established in the final two years. Farmer acceptance of the approach appears 

to be favorable, economic returns are generally good, and there is evidence 

that	 conservation objectives are being achieved, 

There are two general opportunities to improve the Model Farm effort. 

One is acceleration of research and evaluation about the impact of the activity 

and ways to adapt the Project to local conditions, The other opportunity is 

to integrate planning and implementation of the ~todel Farms more substantively 

with other development activities. 

2. Oi scus s ion. The ~Iode 1 Farm is based on the Panawangan pilot proj ect 

that incorporated a participatory approach or method for local development 

planning and implementation, in addition to a conservation and production 

technology. Continued field tests of the conservation and production technique~ 

in order to accomodate location specific conditions is still urgent, It is 

also apparent that approaches should be designed and tested in order to solve 

the probl~ms on steep slop~s, 

The methods used in IwrUng l;i th farmers to carry out the program at 

Panawangan and Cigaru were important factors in the success of these efforts, 

Both involved high levels of technical attention, time and interest, and 

directly or indir~ctly, both have received suhstantial assistance from the 

technical ser:ices. In addition the routine and style of meetings and 

confer~nces with village people succeeded in eliciting the local involvement 

needed for success. Although the full range of time, attention and technical 

inputs cannot be replicated in every expansion effort, some of the essentials 

in the routine employed to en~~age farmers in the process can be identified 

and deliberately r~pljcated in present or future efforts, 111is I"ill require 

analysis and recommendations regarding the essential elements and routines 

to be included. 
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Although information has been gathered about the intermediate impact 

of model farms, a more substantive evaluation is needed. One particular 

issue of interest is the motivation of local farmers to adopt and employ 

the conservation technology. In some areas the adoption process has exceeded 

expectations. Why is this the case, and does it represent a set of local 

motives that the project can reinforce? Another indirectly related issue 

relates to farmer subsidies. The Watershed Assessment Team observe that 

subsidies for soil conserving measures arc warranted and probably necessary. 

Further information on economic returns to farmers from bench te~races etc, 

and their motives for building terraces without assistance, could contribute 

to the question of the levels of subsidies needed. The evaluation should also 

look at the question of whether or not subsidies on model farms should be 

different from those for farmers ,,'ho adapt and use the technology. There is 

adequate grounds for suggesting that the model should employ levels of 

assistance that will be replicated on the adopter's farms, 

TIle planning of model farms begins in August or September in the year 

prior to implementation, that i~, seven months prior to the beginning of the 

fiscal year of implementation. The selection of these sites must occur 

before planning for related activlties can occur, including the local initia­

tion projects, the technology expansion areas, access roads and others. 

These 1inkages justify prompt and e:nly decisions about model farm locatic 

In addition, it is suggested that the site selections of model farms, 

involving all the technical I.;ork that is needed for site selection, be made 14 

months prior to the beginning of the fiscal year of implementation. With 

these early decisions, information can be included in instructions and the 

procedures for the vi llage level development pl:mning program. The "bottom-up" 

pLmning procedure is discussed in Chapter V, pp 14 and 22 and the planning 

schedule is shahn in Table V-3. 

Through this process local people I,ould have an opportunity to be informed 

about the location of the model farm, the areas for technology expansion, the 

opportunities for local initiative project, and an opportunity to contribute 

to plan~ing and implementation decisions. Integration of the several activi­

ties associated hith model farms will benefit from this process, as well as 

contributing to local capabilitil's to plan and manage development programs. 
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3. Recommendations. The planning of model farms and associated 

activities should be incorporated into the village level planning operation 

handled by each Kabupaten. 

Essential features of participatory planning should be built into model 

farm planning and design. 

Evaluation of model farms should be made beyond the level that ha:; been 

accomplished to date. 

Panawangan type pilot projects should be considered f01· steep slopes and 

for locations unlike Panawangan. 

F. Nurseries and Seeds 

1. The Problem. Nursery production is not adequate to meet the needs 

of the model farms and expansion areas. 

2, Discussion. The Project provides for five, 2 Ha nurseries, one in 

each of the sub watersheds, to produce trees and grass for the model farms and 

technology expansion areas, These nur,eries were not established promptly and 

production problems have been severe. 

Under the P3RPOr\S program, nurseries are located at or near the village 

where the demonstration farm is to be located. Contracts between the local 

project manager and :1 farmer g~oup places management responsibility with 

local people. 

Inadequate care and watering has been a problem in nursery production. 

Irrigation systems have been proposed. These kinds of arrangements may not be 

necessary if adeql~te management and supervision is provided. TIlousands of 

hectares of tobacco are cultivated on Java each year, each plant manually 

watered twice a day from nearby wells or streams using fibre or metal con­

tainers. Success depends on a nearby water source, labor incentives and 

supervision, not eloborate physical plant. 

3. Recommenda t i on. The con t racting arrangement emp loyed by P3RPDAS 

should be considered as an option to Project "OI.ned and operated" nurseries. 

Supervision, guidance, and incentives are necessary for any nursery operation. 

Local experience among government agencies is adequate to knOl'; the problems 

and the essential management arran:;ements for success, and this experience 

should be built into a nursery management plan. 
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G. Other Conservation Measures. 

No activity has been undertaken under this Project activitiy to date, 

and a token effort is proposed for 1983/84 (4 gully plugs). 

This appears to be a budget without a program. Developing a program 

should consider "who" as we 11 as "~..hat". Undoubtedly Public Works, Agri­

culture P3RPDAS have ideas. A village assessment would reveal that villagers 

have ideas as well, that might involve schools, youth in the community, 

women's organizations, as well as farms groups. 

Lamtoro, in spite of its succes s::ul use on Flores and in the Phi lippines, 

seems neglected as a conservation and production measure. Unless it has been 

clarly demonstrated as inappropl'iute for the Citanduy region, some attempts 

should be made to use it as a naturql terrace, and as a source of high protein 

livestock feed and/or as fertilizer. 

An assessment team should be created to review various opportunities and 

especially to see if a village based program is possible. 

H. Watershed Development Planning. 

In view of the magnitude of this task, and the short-fall to date of 

inputs intended to support it, a full time Project employee should be put in 

charge. His initial terms of reference should be to outline the major inputs 

required, by h'hom, and the added efforts required to meet these input require­

ments. 

r. Extension. 

TI';o issues appear to be paramount in the extension services for Citanduy 

II. One is that there are two local agencies for extension, and that coordina­

tion beth'een them is difficul t. The other is the inexperience of young exten­

sion personnel employed for the Project. The Agricul tural Estension Center 

(BPP) is supposed to l00rdinate the work of all agrirultural extension 

personnel, i.e. food crops, tree crops, livestock and fisheries. A second 

agency is the Sub Center found in each of the five sub h'atershed, staffed by 

P3RPDAS extension personnel. Both agencies are coordinated through the Agri­

cuI tural Extension Coordination Forum (FKPP) at the K;lbupaten level. The 

judgement of the Study is that this forum is capable of resolving field 

coordination problems, and should be used. 
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The training program for new extension personnel is designed to upgrade 

their field capabllities. Consideration might be given to additional field 

training, but experience is probably the only long term solution. 

J. Training. 

The training specified for farmers, local leaders and extension personnel 

is being carried out pursuant to the Loan Agre~ment. Other allowances for 

training are being addressed through the agencies involved and the national 

Agricultural Education and Training Unit (BPLPP). The recent arrival of a 

qualified training advisor will assist in structuring a training program for 

the remaining years of the Project. 

In general. local agencies spend little time considering tasks, skills 

required and training needs, Encouraging these agencies to include these tasks 

as a responsibility would have a benificial affect on efforts to structure 

training programs. 

Sec1;ion 5 Conclusions 

A. W.~I.D,C. anJ Local Government 

The creation of \~1-IDC as a basin-I\ide agency for planning and budgeting 

confl icts, in part, Illi th the concept of strengthening local government to plan 

an~ manage development. The organi:ation of the Center h'ithin the framelwrk 

of the P3RPDAS program, and its nationally specified program and procedures, 

increased the degree of conflict or tension. The Center's responsibilities 

and authority seems to a) abridge the roles and responsibiliti.es of local 

government in the development process, b) reduce the opportunities fer 

flexible use of resources to address location-specific problems, and c) make 

the program less experimental and innovative than suggested in the Loan 

Agreement. 

The I~atershed Assessment Team Report observes that the "I"l:akness of P3RPDAS 

is structural and improvemen t within presen t arrangements is not pre ferred" , 

The ~lanagement Study suggests that improvement lliithin present arrangements is 

the preferred course uf action, A structured program, such as P3RPDAS 
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or the CBPO, and the skilled manpower that comes with it is needed. Local 

government and technical agencies are not prepared to plan and manage the 

Project, and they need broad guidance and technical assistance. The modi­

fications in roles and responsibilities noted in Section 3.B.3 above are 

resolving some conflicts. Other adjustments should be made as well. 

The responsibi 1i' '"d authority of Local Government in planning should 

be increased, as 0 Chapter V, with additional cooperation and 

technical assista: The recol1DTlendations include participation of 

local government LlL ~:ll aBencie., in preparing, revieldng and approving 

annual technical plans. It is also, reconunended that planning model farms and 

related activities be incorporat~d in the annual village-based planning 

process. 

The apparent lack of "flexibility" in local planning and budgeting is 

in part due to the rigid character of the P3RPDAS program. However, unused 

Project funds, clearly available for innovative approaches, seems to support 

the conclusion that lack of local time, attention and skills are also major 

factors. 

TIle study proposes three courses of action. One is the creation of 

special assessment and design teams from time to time, to create innovative 

sub activities for farming systems trials~ steep slope pilot projects, and 

modified versions of the present model farm that are more appropriate for 

local conditions. 

Second, it is proposed that existing national instructions for P3RPDAS 

activities be mo~ified to encourage the design of greening programs that are 

compatible with l0cal conditions. The instructions might be modified by' 

adding the fo1101,ing; "P3RPDAS ami associated personnel from local agencies 

will plan, program and budget, using existing project instructions as basic 

guidance, hOl,ever alternative approaches and modifications in :ub activity 

selection and design "i 11 be accepted and approved on the basis of clear 

a.1alyses and justi fications", 

A third course of action is to test the statement that greater flexibi­

lit)' is permitted under P3RPDAS than has been requested by field personnel, 

by asking for approval of modifications in greening activities that existing 

local analysis deems necessary. 
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B. I\'MDC Operations 

mlDC has three responsibilities if its full potential is to be realized. 

One is to facilitate timely implementation of sub activities. Another is to 

experiment and innovate in order to improve the upland development program. 

The third is to contribute to the capabilities of local government and local 

agencies to assume 1~IDC's responsibilities, i.e. plan and manage projects. 

This approach requires recognition and support from all departments, U.S.AID, 

the consultants and from the local agencies. In addition the l~lDC should lay­

out a course of action to pursue these objectives. 

There are several factors affecting \~lDC'S ability to achieve these 

objectives. One is the excessive amount of time required of I~IDC personnel 

to overcome implementation problems that could and should have been solved 

during the planning phase of the project. ~Iore attention should be given to 

implementation/operational planning in the design pha~e of future projects. 

Subsequently, a project-wide monitoring system should be established to 

continue the prOblem-solving process, 

Second, 1~IDC should be staffed more appropriately for its mission. 

Liv~stock, estate crops, and fisheries personnel should be added. A community 

development officer, who could focus attention on the essential elements of 

successful participatory approaches, should also be added. In addition, res­

ponsibilities and authority of staff members, and the procedures governing 

their ~ork, should be ~ore clearly defined. As long as U.S.AID and the National 

Departments reque 5 t reviel, and cl earance of sub- act ivi ty plans for funding, 

the authority of I\'~IDC and its staff I"ill all,a>'s be circumscribed. The impor­

tant points are that the Center be given greater latitude in plans and 

proposals, and that the procedures for revie\>' and approval be simplified, made 

certain and timely. The objective is to increase the effectiveness of skilled 

departmental representives in the field. 

Third, \\~IDC should identify the occasional need to \.;ark ",ith local agen­

cies as a tear.1 to define a problem, assess local circumstances, and design 

solutions, And this may require additional technical assi.stance from the 

Province or National level Departments. 
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In summary, the management study views the WMDC as on essential element 

in the Project, but encourages its use as a technical assistance agency to 

local agencies "to work itseIf out of a job". However, it needs to focus on 

ways to carry-out this role and it needs support from the National level to 

do so. Second, the amalgamation of P3RPDAS and Project activities calls for 

specific adjustments to make the "fit" more compatib Ie with P::oj ect goals. 

Third Local Government and local technical agencies must exercise the initia­

tive, and receive support, to assume a long-run re~ponsibility for develop­

ment, and call for and make better use of the technical projects, i.e. WMDC 

&CBPO. 
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TABLE IV-l 

WATERSHED f.1ANAGEMENT DEVELOPf.lENT CENTER STAFFING 

Professional Staff 

Agric. Project Leader 

Watershed Planner 

Conservation Engr. 

Survey/f.lapping Tech. 

Nurseries Superv. 

Training CoordinatoI 

Training Program Spec. 

Agronomist, Upland Crops 

Small Ruminants Spec. 

Fisheries Spec. 

Estate Crops Spec. 

Forestry Spec. 

Hydrology Engr. 

Agricultural Research * 

Administrative/Support Staff 

Administrative Assistant 

Training Assistant 

Finance Officer 

Secretary/Translator 

Secretary, bil ingual 

Secretary/Clerk 

Messenger/Porter 

Driver 

Total Headquarters 

Home Agencr 

D.G. Forestry 
(P3RPDAS) . 

(P3RPDAS) 

(P3RPDAS) 

(P3RPDAS) 

METE 

METE 

D.G.Food Crops 

D.G.	 Livestock 
Services 

D.G. Fisheries 

D.G. Estate Crops 

D.G. Forestry 

D.G. Forestry 
(P3DAS) 

HARD 

Number 

1
 

1
 

2
 

3
 

1
 

1
 

1
 

1
 

1
 

1
 

1
 

1
 

1
 

3
 

19
 

1
 

1
 

1
 

2
 

3
 

6
 

4
 

9
 

43
 

* Not an integral post of h1-IDC, but provided space 

Source : Loan Agreement 



TABLE IV-2
 

FIELD STAFF FOR m-mc
 

Categories Home Agency Number 

Yr.:...l. Yr. 2 Yr. 3 

Research Assistant AARD ]0 10 10 

Nursery Operator P3RPDAS 10 10 10 

Polyvalent PPM METE 6 10 25 

Polyvalent PPL METE 30 56 150 

PLP P3DAS 6 10 30 

PPS Upland Crops D.G.F.C. 3 

PPS Small Ruminants D.G.A.H. 3 

PPS Fisheries D.G.Fish 3 

PPS Estate Crops D.G.E.C. 3 

C0nservation Specialist (Ir. ) P3RPUAS 3 3 3 

Conservation Technicians * 

* Recruited from participating farmers. 

Source: Loan Agreement. 



TABLE IV-3 

SUB ACTIVITIES UNDER Wl-IDC MANAGEMENT 

Sub-Project 
and 

Sub-Activities 

Upper Watelsehd Development 

Sub-Project 

Research 

Model Farms 

Nurseries 

Refor. and greening 

Other Cons. ~lcasures* 

Il'atershed Development Plan 

Extension 

Training 

Development Irr. Services 

\Vater ~h1g. Ext. Teams * 

~lode 1 Blocks * 

Training * 

G.O. I. Funding U.S. AID Funding 

$ Source F.A.R. Procure­
ment and 
Contracts 

Direct 
Reimbur. 

77.7 

551,4 

576.0 

2,000.0 

349.0 

1,535.0 

1,318.5 

295,4 

235.5 

100.0 

55.9 

A.P.B.N. 

IN. P 

IN. P 

IN. P 

A.P.B.N. 

A.P.B.N. 

A.P.B.N. 

A.P.B.N. 

A.P.B,N. 

A.P.B.N. 

551.4 

576.0 

349.0 

85.6 

120.0 

301.2 

65.3 

182.4 

850.4 

1,110.9 

183.0 

200.0 

795.9 

* Shared 'rpc;,nnnc::.; hi 1;"'; oC" I.'; ...... 0 •• \..1': - "' 1- - • 



June, 1982 

August 

Aug-Sept. 

Sept-Oct. 

October 

Oct. -Nov. 

November 

December 

Dec. Jan. 

March 

TABLE IV-4 

TYPICAL WMDC PLANNING SCHEDULE 

WMDC sections meet to discuss development problems to 

be addressed in following fiscal year : April 1, 1983­

March 31, 1984, and also join Kabupaten ~lanning meetings. 

Each ~IDC prepares list (matrix) of projects and costs 

and initiated site selections. 

Legistative Assembly (DPRD-Kabupaten) review. 

Lists are combined and taken to Province for Province­

wide planning coordination meeting. 

A copy of the list of the greening and reforestation
 

section is sent to the Directorate of Forestry. (This
 

is the annual technical plan (RTT) requested in refores­


tation and greening instructions).
 

Legistative Assembly (DPRD-Province) review. 

Prepare project papers (DUP's). 

All officials of the P3RPDAS project, including chiefs 

of each basin unit meet for programming and bu~geting. 

Budget documents (DIP's) prepared by ~IDC, and discu!>sed 

with National Departments and Bappena~. 

Revisions are made 4 finanlized. 

Approved budget document received and funds aliocated 

to Province. 



ORGAN IZAT TON STRUCTURE 

GREENING '''''In REFORESTATION PLANNING, GUIDANCE, AND 

IJEVELOP~n:NT PRO.JECT FOR 'nll; CITANDUY AND CISANGr.AHUNG 

RI VEI~ Hi'S IN 

~ject Director 
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lJacrah Aliran ~illl1gai Citan(luy-Cisanggarul1g, Ciamis, .luly, 19R2 

I 



•
• 
•
•

__
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E:<p1anation : 1. ------ Command 
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1. Head of Agriculture 
4. -.-.-.-._.-.- Consultation 

2. Head of Estate Crops 
5. Guidance and Technical 

3. Head of Forest Assistance 
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Source: Program Bantuan Penghijauandan Reboisasi. p.10S 
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Figure IV" 3 

ORG~~IZATIO~Al STRUCTURE 

FOR 

GUIDA~CE A1~ CONTROL OF THE 

GREENING ~\~ REFORESTATION ASSISTA~CE 

PROGRA}1 FOR 1982/1983 

IGOVERNOR I 

PROJECT OF?ICER
 
REFORESTATION
 

PROVINCIAL GUID~'\CE 

TEA.\I

HEAD OF THE Bl'REAU 
1---1 FOR POPULAl ION M~ 

ENIVORXXENT

SPECIAL GRE£NI~G 

OFFI eER FOR THE 
PROVINCE 

KABUPATEN HEAD 1 

PROJECT OFFICER
 
GREENING
 

SOUlce Program Bantuan Penghijauan dan Reboisasi. p.63 



Figure IV- 4 

PLA~NING PROCESS 

A\~UAL TECHNI CAL PLA"J 

P3RPDAS 

mnistry of Agriculture 

Annual Technical plan 

sent directly .to mA 

b)'	 P3RPDAS 

~ooooooofor Basin (RTT) 

2.	 Plan to be sent 

di rectly tc. ~IOA 

by P3RPDAS 

00000000 Consultation 

Source : program Bantuan Penghijauan Dan Reboesasi 

I 

P3RPDAS 

1.	 Prepares Annual 

Techni cal PI an 

Bappeda TK 
Bappeda TK I I 

Agraria TK 

Bangdes TK I 

Puhlic Works lK I 

Agriculture 

(all uffices) 

1982/83, page 54 



Figure IV-5 

PLA~ING PROCESS
 

ANNUAL OPERATIONAL PLA~S GREENING
 

P3RPDAS
 

Ministry of Agri~ultu"e 

and 
Ministry Home Affairs 

~vincial Governor 

1.	 RO for Provincial 1. 
Guidance Project 
Prepared 2. 

District Office (Bupati) 

Studies negotiates and 
approves RO 

t 
District Greening 

Bappeda OHi ce 

1.	 Studies R.O.s 
2.	 Prepares Admin. budget 
3.	 Prepares Kabupaten 

Summar)' of R.O.s 
t 

L-.S_Ub_-_D_i_s_t_r_ic_t_o_f_f_i'~ _ (Calllat) --.-J 
1.	 Transmits, 

Sub-District Greening 
Project Implementation· 
OHi ;:er 

1. Prepares Sub District 
R.O. 

< Assistance 
- - - - Technical Guidance 

Summarizes Kabupaten's 
RO into single Provincial RO 
Ttasmits to Departments 

+---- Bappeda 
E----- Greening Specialist (PKP) 
< Greening Project Offices 

~ Greening Speciali~;t 

(	 PPL 
Head of Villag~ Council 
(LIJ.ID) 

( - - - P3RrDAS 

Source: Program B,mtuan Penghiiauan dan Rebuasasi, pp 54-57, 89-91. 
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Figure IV-6 

ICentral ' ..ear,h 

ORGANIZATIONAL AR~\NG~4ENTS IN SUPPORT OF THE 

AGRICULTURAL RESEARCH UNIT AT WMDC 

(CROPPING SYSTHI RESEARCH PROJECT-CITANDUY SITE) 

, Development
 
Institute for Food Crops
 

1 Institution~ 

Bogor Research Ins ti tute for 
Food Crops 

1 
Cropping system Research Project 
(Cropping System Research Team 
consisting of Agr" Agro-Ec, 
Breeding, Entomologist, Plant 
Physiologist) 

1 Implementilig body ~ 

Cropping System Research Project-
Citanduy Site. 
(Agr, Agr-Ec, Entomologist assisted 
by staffs a~d field research workers) 

Source Paper 9.1, Progress and Planning Work Shop, 

Ciamis, 14-16 September, 1983 



Figure IV-7 

RELATIONSHIPS ~~NG AGRICULTURAL RESEARCH 

AGENCIES UNDER AARD IN PROJECT CIT~~DUY 

AGRICULTURAL RESEARCH. 

CENTRAL R&D INSTITUTE FOR FOOD CROPS 

Agronomy 

Breeding 

Plant Protection 

Physiology 

Agro-Economy 

Cropping Systems --------i 

Deveiop a cropping systems research 

team (including horticultur~), under 

the National cropping/Farming Systems 

Research that delegates a Cropping/ 

Farming System Research for Citanduy 

target area. 

In Consultation with 

1 
Research & Dev. for Liv~stock 

Central Soil Research Institute 

Research & Dev. for Industrial Crop 

Forestry Central Research Institute 

Central Research for Agro-economy 



ANNEX IV-A 

RESPONSIBILITIES AND AUTHORITY FOR P3RPDAS ACTIVITIES 

Responsibilities and authority for the P3RPDAS program are specified 

in the Program Bantuan Penghijauan dan Reboasasi, 1983/83,which contains 

the Presidential decree, a joint decree of six ministeries, and detailed 

implementation instruction from the Ministry of Agriculture and the ~linistry 

of Home Affairs. In these instructions the Governor is made responsible for 

the reforestation part of the program and the head of the district (Bupati, 

Kabupaten) is made responsible for the greening section of the program 

(see Figure rV-3). Project funds flow direc~ly to these two units of local 

government. 

The Governor is ,:harged with 1) guiding, implementing and reporting on 

the use of greening and reforestation funds, 2) carrying out the reforestation, 

3) safeguarding and maintaining the results of greening and reforestation 

activities, and 4) encouraging/guiding local self-help in these activities. 

(A Theme runs through the instructions that the greening and reforestation 

funds are only partially adequate for the job, and that Provinces, Kabupatens 

and local people must mobilize and apply added resources and effort to solv~ 

the problems), 

First, the Governor is directed to appoint a Provincial Officer from 

forestry as the Project Officer for the reforestation part of the program. 

The Project Officer in turn prepares annual plans and budgets that are reviewed 

and 0 ffi cia Ill' approved by the Governor. 

Second, the Governor is direct~d to establish a Provincial Guidance Team 

"in order to speed up (facilitate) and firmly establish implementation 

guidance and control" 
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The Provincial Guidance Team for the Reforestation and Greening 

Assistance Program is chaired by the Head of Bappeda, and members of the 

team consist of major technical services (foodcrops, livestock, estate 

crops, forestry and public wor);s), as well as representatives from adminis­

trative offices (agraria, village uevelopment, BRI, treasury and budget, 

and the P3RPDAS project leaders). Agraria, Village Development and Public 

Works are specifically tasked to work with the greening and resforestation 

projects. 

The duties of the Team are confined to identification of implementation 

probllems and steps to solve then. The Team reports on a quarterly basis at a 

minimum, based on periodic monitoring reports and other sources The 

secretariat of the Team prepares information required for effective 

Provincial guidance, oversight (pengendalian) and reporting, and for periodic 

recommendations ~o the Governor for his attention and action. The Team has 

no explicit instructions to be involved in planning. 

Third, the Governor must establish a special Provincial Guidance Project 

to support the Guidance Team and to provide funding. The Chief of the Pro­

vincial Bureau for Population and Environment is designated by the Govel~or as 

the Project Officer. He prepares an annual project proposal and budget under 

the greening and reforestation project to support this Provincial Guidance 

function. 

The Bupati is charged with 1) guidlng, implementing, overseeing and 

reporting on greening activities including the production of seeds/seedlings, 

2) protecting/maintaining the results of these efforts, and 3) guiding and 

directing the local people in implementing and reserving the results of 

these efforts. (TIle organization of the greening at the Kabupaten level is 

shown in Figure IV-2). 

One official, who is experienced and trained regarding greening activities, 

is appointed to assist the Bupati and is attached to the Economics Bureau as 

a special greening offrcer (Petugas Khusus Penghijauan). Paranthetically, the 

Bupati also appoints a Kabupaten Soil and Water ~Ianagement Coordinator, 

usually the Head of Bappeda, and not a full time official as stated in the Loan 
Agreement. 
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It appears that the special greening officer is primarily concerned with 

effective administration of the P3RPDAS project, and works with the Local 

Government to facilitate the flow of documentation to make this possible. 

The Soil and Water Management Coordinator was intended to work with all 

offices in the Kabupaten and advise the Bupati, in order to coordinate and 
integrate all upland development ,activities. The failure of this arrangement, 

in spi.te of its neccessity, is discussed in mul"t: detail in Chapter V. 

The:. Bupati appoints a project officer (PIMPRO) for the Kabupaten greening 

project from among the heads of the Kabupaten agricultural, forestry or estate 

crops services. He also appoints a Kabupaten project treasurer from the same 

service. 

This Kabupaten project officer (PHIPRO) in turn appoints a project 

implementation officer (PINLAK) and assistallt treasurel"' in each Kecamatan that 

is involved. 

As Figure IV-2 indi cates, the head of P3RPDAS consul ts wi th the Bupati 

in planning, but has direct control over the extension personnel and 

provides guidance and technicJI assistance to the Kacamatan implementation 

officer. 

The separation of planning by P3RPDAS from implementation by the 

Kabupaten apparatus is the source of a potential management problem, i.e. 

the inability to fix responsibility for the project overall. Dual lines 

of authority between the field extension personnel and the Kabupaten agri­

cultural services on one hand and the P3RPDAS office of the other is another 

source of potential management issues. The latter problerr. is made more com­

plex by the existence of agricultural extension centers (BPP) and I~IDC sub 

centers in tht same areas. 

3. Summary: Organization and Authority. TIlere have been speculation and 
contradictory impressiols reported about the lines of authority between/among 

the National Department:, P3RPDAS, and the local governm~nts. This uncertainly 

is reason for concern, and lines of authori ty should be clari fied. This problem 

reflects the generalities in the i'lational Guidance 011 one hand, and actual 
operations as they have evolved in the field on the other. 
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The instructions specify the following from which previous estimates 

have been made about roles, responsibilities and authority. 

1. "The greening and reforestation work is carried out in the field 

by P3RPDAS as a subordinate unit of the Director General of Forestry", 

~linistry of Agriculture (~lini3try of Agriculture decree 624/ ••• /l976,p3). 

2. The directors of P3RPDAS offices were to be appointed by the 

Ministry of Agriculture. Other appointments in P3RPUAS offices were to 

be confirmed by the Director General of Forestr/. The D.G. of Forestry 

with the assistance of the Director for Reforestation and Rehabilitation 

monitored/controlled current implementation activities. 

3. The Governor established a Provincial Guidance Team and the Director 

of P3RPDAS is a member of this team. The T0am can identify implementation 

problems and recommend corrections, including recommendations to the 

Governor for his decision as the official responsible for the Project". 

4. P3RPDAS prepares a master plan (Rencana Induk) and an Annual Tech­

nical Plan (Rencana Tehnik Tahunan) that fixes the content, amounts and 

locations of Froject activities only in consultation with Bappeda and oth­
er agencLes mentioned above. P3RPDAS is directed to send these plans di­

rectly to the ~Iinistr)' of Agricul ture for official approval. (Figure IV-4). 

S. P3RPDAS provides guidance and technical assistance to the Kabupaten 

in preparing the animal Operat ional Plans (OP) for greening. (However, 

this planning is already locked into the conditions and limits of the 

annual technical plan prepared by P3RPDAS). The Bupati gives official 

approval of the Operational Plan (See Figure IV-5). 

6. P3RPDAS is directed to train and control the work of the greening 
and reforestation extension personnel. Teaining, in part, is to be 

done cooperatively ~ith the Agricultural extension personnel (BPP) using 

model farms as a training aid. 
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7. P3RPDAS is directed to work with the Agricultural Extension Coordina­

tion Forum (FKPP) at the Provincial and Kabupaten levels to carry out 

extension and information activities. 

Thes~ provisions suggest that any simple organization chart is unlikely 

to show the proper relationships between P3RPDAS and other agencies, and 

actual operations in the field may further complicate the picture. 
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ANNEX IV-B 

DEPARTMENT GUIDANCE FOR P3RPDAS DE~~NSTRATION UNITS 

Demonstration Unit (Unit Pelestarian Sumber Daya Alam ~ UPSA)* 

1.	 Kinds of Demonstration Units. 

The types of demonstration units should be consistent with the types 

of problems faced, i.e. 

a.	 established farming area 

b.	 areas of shifting cultivation 

2.	 Execution of the Demonstration Unit. 

a.	 Purpose and Objective: 

The demonstration units are established in dry areas which can 

be used as a place to show techniques for using and conserving 

soils, also to demonstrate techniques to intensify dry land farm 

production simultaneously with attention to land and soil con­

servation. 

The demonstration units are intended as extension efforts for 

the farmers, while the objective is to provide demonstrations to 

farmers in the surrounding area so that they can use land in 

ways that conserve soil and increase production. 

b.	 Area conditions (criteria for site locations): 

(1)	 critical areas which are cultivated in annual and perenial 

crops, 

(2)	 accessible to other farmers, 

(3)	 an area that is large enough to demonstrate practices, 

(4)	 representative of the surrounding area, 

(5)	 land that is cultivated by farmer~owners with an average of 

1 hectare each, and farmers who are amenable to greening 

activities and group organization, 

(6)	 located in one village area and to the extent possible in 

one catchment-area. 
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c.	 Class of activities and types of work; 

(1)	 Plan Preparation: 

Planning tasks include (a) determining location boundaries, 

(b) determining ownership boundaries, (c) determining land 

use (d) establish farming systems (e) measure and stake out 

location/direction of waterways, (f) establish locations for 

water-drops, (g) location and direction of terraces and 

preparation of designs. The plan is prepared by P RPDAS.
3

(2)	 First year implementation. 

(a)	 prepare the areas including extension work with farmers, 

forming farm groups, and establishing work agreements, 

(b)	 prepare terraces, waterways, and cultivate land, 

(c) improve farming systems by : 

1.	 adapting a farming system to the level of local skills 

and to the physical. social, and economic conditions 

of the location, 

2.	 preparing of the land consistent with the kind of 

crops that are intended and with soil conservation 

requirements, 

3.	 supplying seeds/seedlings for trees, grass and annual 

crops consistent with local needs, 

4.	 supplying needed agricul tural tools, 

5.	 planting trees and grass, 

6.	 planting seasonal food crops in \\ay consistant with 

intensification of cropping, 

7.	 supplying fertili:er and incecticides and sec that they 

are used. 

(d)	 Maintain the accomplishments of the first season to the 

next. 

(3)	 Second year: provide subsidies for crop secds, animals, 

fertili:er, insecticides and for maintenance. 
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(4) Third year: Subsi~ize a packet of seed. f6rtilizer 

and insecticides only. 

Translated from Program Bantuan Penghijauan dan Reboisasi 1982/83~ 

Petunjuk II.B., Lampiran II. Instruksi Bersama Menteri Dalam Negeri 

dan Menteri Pertanian No. 20, Tahun 1982. (pp 170-172). 
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CHAPTER V 

HINISTRY OF HOME AT'FAIRS AND LOCAL GOVERN~lENT 

Section I Sumnnry 

This chapter discusses the role of the />Iinistry of Home Affairs and 

units of local government (Provinces, Kabupatens, Kecamatans and Villages) 

in Project Citanduy II. It also discusses the strengths and weaknesses of 

units of local gov l~ment and management arrangements, and recommends 

actions to in,prove both. 

The direct responsibility for some sub activities of the Project are 

held at the />Ilnistry level, responsibility for others have been retained by 

the Province, and in other instances responsibility has been delegated to 

the Kabupatens. The Provinces, under guidance from the ~Iinistry, have 

developed management systems to handle these responsibilities. In some 

instances this process of organization has been slow, and the resulting 

arrangements are different bet\\een the two provinces involved (\Vest ar.d 

Central Java). Sometimes the arrangements have resulted in administrative 

bodies performing tasks that would be !!lore appropriately performed by tech­

nical services. 

In addition to administering specific prllject tasks, the ;·linistry of 

H0me Affairs is responsible for other policies and programs that are of 

special,potential significance to the Project, and that are not adequately 

integrated with Project management. The Ministry, working through local 

government, is responsihle for programs that implement national policies to 

decentralize responsibilities and authority for deve1oprr.ent planning and 

execution, and to strengrhen local government performance. The programs 

include a nation-liide planning and budgeting procedure, beginning at the 

vil~age level, a community development assistance program; annual grants-in­

aid to Provinces, Kabupatell and villages; and a pilot program (PDP) to test 

decentralization approaches. These ongoing efforts, although conceived and 

administered outside the Project framework, are of special significance in 

efforts to improve Project planning and implementation. 
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The Kabupaten and Kecamatan leyels of government have close proximity 

to local communities, and local goyernment and associated technical 

agencies are directly involved in understanding· local conditions that:are 

relevant to development planning. However, the study shows that capabilities 

at this level to perform these and other duties are limited. Technical 

assistance and training are needed to improve current performance and 'are 

needed if local government is to assum~ a larger Project responsibility. 

Local government is dependent on the skills of technical services 

personnel for project designs and implementation. It is also dependent 

on these services to carryout effective coordination of the planning process, 

monitoring and correcting implementation problems. There are recommendations 

in this chapter, and others, that suggest ways to strengthen the unter-rela­

tionship between local government and the local technical services. 

In the final section of the chapter, there are recommendation 0 

strengthen management by the I-linistry of Home Affairs and local. Government, 

including training, technical qssistance and modification of management 

arrangements. 

The mnistry, Provinces and Kabupatens do not appear to have s)"stema­

ticall)" used experiences or procedures of other area development policies and 

programs in the organization and management of Project Citanduy II, and this 

is particularly true regarding the attempt to involve rural people in the 

"bottom-up" planning program. Furthermore it is apparent that the interest 

and programs of technical services (livestock, tree crops, cooperatives, etc.) 

have not been adequately considered and then appropriately involved in the 

Project. 

Project personnel have succ,'ded in identifring and then solving many of 

the problems of organi:ation, operation and implementation that faCl'd the 

Project. This report, however, does not reflect this progress, rather it 

has focussed on the additional opportunities for improvement. The study team 

believes that the problem-solving ability that has been demonstrated and 

that can be applied to other problems, makes the present Project organization 

and management an acceptable option for river basin development. 
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Section 2 Introduction 

Project Citanduy II is divided into three major Sub-Projects with 

several sub-activities under each sub project. Management of these Sub­

Projects and sub-activities involves the Citanduy Basin Project Office at 

Banjar, the Watershed Management Development Center at Ciamis, some of the 

sector offices in the Province and Kabupatens, and the Ministry of Home 

Affairs and Local Government (Provinces, Kabupatens and Kecamatans). 

Consequently, the Ministry of Home Affairs and its instrumentalities have 

made a special effort to estahlish a management arrangement for those sub­

activities among the Sub-Projects for which it is responsible. This Chapter 

examines these efforts, arrangements and results, and recommends adjustments 

to improve the effectiven~ss of these management arrangements, and management 

overalL 

Section 3 Sub Activity Responsibilities 

The sub activi ties for \\'hich the ~Iinistry of Home Affairs and local 

government arc responsible, or for which they arc partially responsible, 

are sho..-n on tables V-I. The ~Iinistry of Home Affairs has responsibility for 

almost all inputs/outputs under the Sub Project for Local Development 

Planning and ~lanagement. It al so has responsibil ity for severa 1 activi ties 

under the UPI Wa tershed ~lanagement Deve lopmen t Sub Project. The 

Min i s try 0 f !lome AHai rs is respons ib Ie for other activi ties not financed by 

Project Ci tanduy I I, but which have special significance for the Project: 

i.e. area development planning policy and procedures; community development 

to heighten the degree and value of local participation and self help; and 

local administration. TIlis web of responsibilities, including Project and 

non-project activities, is outlined in the following three sub sections. 
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A.	 Local Development Planning and Management Sub Project. 

Under this Sub Project the Loan Agreement provides support for activities 

for "Basin wide development planning and management for the uplands and low 

lands" 

The objectives of this sub-project ~re: 

1. Enhancement of local planning management capabilities, as evidenced 

by, better annual plans for district development and development activities 

reflecting better annual plans and planning. 

2.	 An updated Master Plan for the Citanduy Basin. 

3.	 Improved management organization whi~h facilitates participation of 

local people and local private :md government bodies. 

4. A permanent organization for local management of the basin I s water 

resources. 

The activities under this sub-project include 1) training, 2) local 

initiative projects, 3) socio-economic research, and 4) consulting services 

for planning, local administration and finance, credit, management and other 

consulting requirements. 

TIle training element for this sub-project is based largely on consultant­

counterpart relationships and on existing national training programs to 

enhance local planning-~~nagement capabilities. Particular attention is given 

to associat ions Id th the Local Government Training Program (LGT I I) , 

The local initiative project component finances relatively small 

activities that "might include food processing, local handicrafts, and other 

rura I industry". TIle component assumes that local people together with local 

government :.md technical services I.ill identify, reviel', approve these projects 

in an acceptable manner, leading to a more integrated and effective village 

development program. 
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The Loan Agreement provides for a socio-economic research unit in the 

basin. It was conceived as a permanent institution, providing information to 

improve the planning and implementation of the Project in collaboration with 

other research bodies, and using personnel from Kabupaten Bappedas as 

researchers. Its input to an updated :·faster Plan is of special importance. 

Progress in implementing this sub activity has been steady but slow. 

B. ~per Watershed ~Ianagement DeveloEment Sub Project. 

The objectives of this sub project are to develop an integrated, 

multidiciplinary plan and approach to conserve resources, increase pro­

duction and income over the short and long term, and emphasize the full and 

effective participation of local government and local people. 

11lC core of thi:; Sub Proj ect is the /.lode 1 Farm Concept, supported by Ve­

vious and ongoing re!;ear<.:h and extension. The Model Farms develop and demon­

strate technologies capahle of achieving the Project objectives. 111ese farms 

are handled hy the Watershed ~~nagement Development Center and associated 

govel11n,.:ntal and technical offices, 

The ~Iinistry of Home Affairs is responsible for 1) the technology 

expansion package, 2) farmer credit 3) access roads, 4) erosion control on 

existing roads, and 5) District watershed management •. 

The technology expans ion acti vi ty provides funds and manpO\~er to he Ip 

farmers adopt the technology demonstrated on the model farm, The levels of as­

si stance on the mode I, hOl,ever, ,He higher than leve Js a fforded the adopters. 

Each model farm must be accessible and the Loan Agreement provides for 

road improvement/development to the site, Implementation 1t,IS been obstructed 

by can s truct ion s tanda rds and cos ts on the Loan Agreement that differ Id th ',;hose 

in the G.O. J. source of funding (Inprl:s renunjangan Jalan). 

A farmer credit program is being developed to support farmers in the 

uplands I·;ho choose to adopt and employ the improved production and conserva­

tion techniques. Development of administrative mechanisms and the provision 

of training and manpower development needed for rural credit administration 

arc proece·ding, but is a time consuming process. Anot:1Cr task for successful 

credi t operation is the creation of local attitudes and skills favorable to 

handling rural credit through legitimate financial institutions. 
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Funds for erosion control on existing roads are derived from the 

national grants to the Kabupatens (Inpress Dati II). This program has also 

been impeded by inadequate information and inadequate planning efforts. 

The Loan Agreement also provided for a full time Soil and Water Resources 

Coordinator (KKTA) as a senior staff assistant to the District Chlef (Bupati). 

The concept was that this senior, full time person would help in integrating 

the administration of upland development projects, especially, but not 

exclusively, those of the Home Affairs Department. The KKTA was to be sup­

ported with adequate remuneration and a vehicle. 

This position was assigned to a member of the Bappeda as a part time 

obligation. The scope of work, duties, targets for the position were never 

worked out, nor was financial support forthcoming in the manner intended. 

Furthermore, little attention was ~iven to the role of th~ special greening 

official (PKP) on the Bupati's staff. There remains a need for an official 

in the Kabupaten Government \"ho is knOldedgeable about upland programs in 

particular, and about the Project in the Kabupaten in general. 

Figure V-2 sho\;s (imperfectly) the linkages among the sub activities for 

both major sub Projects: Le. The Watershed Development Sub Project and the 

District Planning and Management Sub Project, It also S'10\;S the activities 

that arc the responsibility of the Ministry of Home Affairs and the responsi­

bilities of other Ministries. If Figure V-2 has merit, it is in showing the 

interdependencies of these several sub activities and the essentiality of 

coordinated planning and budgeting at the local (District) level. 

C. Other Area Development Efforts by Home Affairs. 

The Development of Home Affairs supports and promotes area development in 

several respects. First, it provides policy and guidance for area development 

planning, programming and budgeting. This speci fically includes a program for 

"bottom-up" planning in which Village people and institutions are given an 

important role. TIle Kecamatan-Ievel Development Planning Unit (UDKP), 

discussed in the followi~g section, is a basic clement in this program. 

Second, the Department includes a Directorate General for Community Develop­

ment. Its work invol\9s training and asistance to villages in order to 

increase local capabilities for administration and development. 
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Third, grants-in-aid are pr,:wideJ to the Province, Kabupatens and 

villages to support local initiacl\'es in problem identification and solu­

tions. Although the grants-in-aid are bounded by conditions, they never­

theless encourage the choice of projects and use of resources in ways appro­

priate for local conditions. 

Finally, the Department administers a pilot project in eight provinces 

(PDP) that provides a single source of funds to the Governor for inter­

sectoral arid integrated planning and development at the local level. 

River basin project planning and execution should take more cognizance 

of these and other efforts for area development of river basin projects. 

Section 4 Organization 

10is section discusses the Home Affairs and local government organizational 

arrangement for the several activities discussed above, 

A. National Level 

A single official in the Directorate General for Regional Development is 

primarily responsible for oversight of the Home Affairs.role in the Project, 

and also serves as one of the joint chiefs of the Secretariat for the Project's 

National Coordination Committee, He has other responsibilities, and of neces­

sity, attention to the Project IS part-time, This official has had immediate 

responsiuil ity for the creation of the socio-economic research unit and the 

w,?rk of the foreign consultant involved, and also for the training portion of 

the Home Affairs part of the Project, In addition he provided guidance to the 

local units of government in efforts to create on administrative system to 

handle other subactivities (See Figure V-3), 

B. The Province: 

1. West Java. A project manager (PIPWRO) was established at the 

Provincial level to directly manage 1) the District Watershed Manageent sub­

activity, 2) rural credit, and 3) a provincial guidance activity for sub­

units of local government, In addition the provincial project manager directs 
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the work of Project sub-managers in the Kabupatens for 1) local initiative 

projects, and 2) the technology expansion activity. (See Figure V-2 and 

V-3) • 

The Province also provides for a Provincial Guidance Team for technical 

guidance and coordination among the 5 sub-activities. However, its role is 

diminished by existenee of a Project ~Ianager at the Provincial level. 

2. Central Java. A single Kabupaten is involved, therefore organiza­

tion and management is less complex than in West Java. The Province retains 

project funds for administration and guidance. Othe~ise, funds and respon­

sibility for all activities have been delegated to the Kabupaten, discussed 

in more detail in Section 4 below. 

C. Kabupatenll 

In both Provinces the Kabupaten Government is directly responsible for 

two activities: 1) Access roads to model farms and 2) erosion control on 

existing roads. Neither Frovince has made much progress with these activities 

due to funding and planning problems. ~Ianagement of local initiative projects 

and the technology expansion project have been handled differently between the 

tl';O Provinces. 

L Ilest Java. The Project Sub-~Ianager for local initiative protects in 

each Kabupaten in \~est Java is an official from the Community Development 

office (Hangdes). The Sub-~Ianager iden'~ifies, designs and implements village 

activities with advice and consultation of other agencies. 

The Sub-~I~magers for the technology expansion project include the Agri­

cultural offices in two instances and the Bappeda in another. 

2. Central Java. The Sub-~Ianagers for local initiative projects are 

determined by the nature of the activity chosen in the planning process. Home 

industry type projects are designed and carried out by the local industry 

service, and so on. The technology expansion activity is managed by the agri­

culture and tree crops services. 

D. Swnmary 

It has been difficult to ascertain how management at the NatIonal level 

for Project CI tanduy I I and for other area development programs and procedures 
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have been inter related. It is clear that the guidance for the Provincial 

Area Development Program - I'DP (Sec. 2.C. above) has been used for the 

Home Affairs portion of Project Citanduy II. However, adjustment of the 

guidance to Project Citanduy II problems is not apparent, on one hand, and 

the local government, management arrangements established under Project 

Citanduy II are different from those in PDP in important respects. 

One principle pursued under the PDP program is the delegation of authority 

to the lowest level of Government possible, but this has not been done consis­

tently in Project Citanduy II. Furethermore, it appears that technical res­

ponsibilities have been held by staff organizations (Bappeda) that would be 

better delegated to terhnical services. 

It is also disturbing to see the excessive time and effort required to 

establish a mral credit system, when so many similar efforts have been made 

over recent years in Indonesia. National attention should be given to the 

establishment of a basic policy and conditions within which rural credit sys­

tems can be established, and thereby allowing more time by local planners to 

study local conditions and adjust a credit program to them. 

Section 5 Kabupaten Government 

A. Introduction. 

This Study suggests that the Kabupaten GO\'ernment and the associated 

technical services assume additional responsibilities for Project Citanduy II. 

This is consistent with one element of Indonesian Government policy to decen­

tralize authority and responsibility. At the same time there is reluctance 

on occasion by national and provincial agencies to delegate further responsi­

bility to the Kabupatens, reflecting a concern that Kabupaten capability is 

limited. This section briefly reviews responsibilities and capabilities at 

this level of local Go\'ernment, and \~ays to increase both. 

The focus is on the Kabupaten Bappeda, since it is a central elerlent in 

planning and assisting in coordination of project implementation. 
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B. Bupati 

The Bupati is involved in Project Citanduy II as the responsible officer 

for the greening program in his area, in turn appointing a project manager 

and controlling the release of funds. Otherwise involvement in the Project 

is approximately proportionate to the size of the effort compared with other 

responsibilities, and this proportion is small. Furthermore, there is no 

special organization or funding to facilitate greater involvement by the 

Bupati in the Project. 

C. Technical Services 

The technical services at the Kabupaten level have not been systemati­

cally involved in planning or carrying out the Project. For example, a 

study of the agricultural technical services revealed the fOllowing: 

1. The food crop service at the Kabupaten level is directly involved 

in implementing the greening portion of the Project. Other agricultural 

services are involved to a smalle~ degree, and livestock not at all. 

2. The agricultural services lack a detailed understanding of the 

Project, and all except food crops have little appreciation of the model 

farm concept or the \~ork going on. 

3. Only the food crops service at the Kabupaten, of all the agricultural 

services, has received specific guidance from its national or provincial 

office, exp aining relationships to the Project. 

4. Officials of all of the agricultural services feel that they have 

programs relevant to Project Citanduy II but not the encouragement or 

the assistance needed for effective cooperation. 

It is probably safe to assune that 0ther agencies that have a potential 

construction to the Project are similarly inadequately involved. Improving 

these working relationships should be given high priority. 
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D.	 Barreda Responsibilities. 

The local Bappedas ~ere created in 1980, but were preceded in West 

Java by similar organizations. The instructions call for the Bappeda to 

assist in establishing planning policy, plan in the long and short term, 

coordinate all Kabupaten planning, and monitor development prog~ess. 

loe full range of the instructions is shown in Table V-5. 

E.	 Bappeda Organization and Staffing 

The presidential Instruction provides the framework for the Bappeda's 

organization consisting of a chief, a secretariat, and not more than five 

sections each consisting of not more than four sub-sections. A typical 

organization structure is attached as Figure V-4. 

The Bappeda organizations in the five Kabupatens included in the Project 

areas have an average of 23 people. Roughly one half are University trained; 

the other ore largely high school graduates. The levels of education for a 

typical Bappeda are as follows: 

Sarjana Lengk.1p - 5
 

(5 years University degree)
 

Sarjana ~Iuda - 7
 

(3 years University degree)
 

Graduates of Special High School - 8
 

(S.T.,\I., 5.P.~I.A., and etc.)
 

Graduates of ordinary High School - 1
 

(5. ~1. A.) 

Other	 - 2 

Totals 23 
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This distribution is relatively uniform among the Bappeda organization 

in the Project area. 

Among the University trained personnel, the average distribution by area 

of specialization is as follows: 

Agriculture 1 

Economics 4 

Socia-Political 3 

Engineering/Physical Sciences 1 

Law 1 

Government/Public Administration 1 

Unspecified 1 

Tot a 1 12 

The distribution of University trained specialists is very uneven among 

the several Bappedas. Two have no engineers or physical sciences personnel. 

One has a single economist, and another has nine. All have 2 or 3 agricul­

turalists, and 2 to 5 from the social-political faculties or from the 

Government Administration Institute of the Depar.tment of Home Affairs (APDN). 

Bappeda officials generally consider that the orgallization is grossly 

under-staffed to carry out the duties assigned to it. Ap~~,ently there is 

an ideal staffing pattern for a Kapubaten Bappeda consisting of about 45 

employees, vis-a-vis the present ceiling of 24 or 25, and the number 45 was 

cited as the target desired. However, limiting a hypothetical expansion 

to 4 additional professionals, the requests among 4 Bappedas were as 

follows: 

Agriculture 2 

Economic 2 

Engineering &Physical science 7 

Socio-political 3 

An analyst for data and reports 

section of Bappeda 1 

Unspecified 1 

Tot a 1 16 
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Justification for these additions included the following observations: 

1. Agricultural production responses to proposed interventions; better 

relations with agricultural personnel/officials. 

2. Economists are needed in the marketing and coops section to link 

marketing to production programs, and to upgrade the existing economics 

staff. 

3. Engineers who can follow technical reasoning and calculation regarding 

structures and erosion control forecasts, site selection and design of 

rural roads and other environmental development measures • 

.1. Socio - political science graduates to help with the heavy load of 

INPRES Programs in health, education and labor intensive rural works, 

and to strengthen work in the population field. 

S. Strengthen the capability to acquire and use data in planning and 

reporting. 

F. Training 

Table V-2 shows that 31 Kabupaten Bappeda officials have had training 

of two weeks or more over the past two years. One half of the training con­

cerned area development planning, administraton and evaluation. The other 

consisted of short courses on neighborhood development (PIK) soil and water 

conservation, popUlation, filing, etc. 

On one h3nd Bappeda personnel reconize the need for job related training, 

but on the other hand they object to the time that it requires, taking people 

away from a heavy Bappeda work-load. Sometimes the training is considered 

too general and not closely enough related to work to be performed. It is 

apparent that Bappeda personnel learn-by-doing, but there is no conscious, 

in-house, on-job-training program, nor a sense of training needs and priori­

ties. 
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G	 Bappeda Workload 

Bappeda's work load consists of 

1. Administering the annual planning and budgeting exercise for the 

Kabupaten. 

2. Special planning work to carry out Inpres Programs (primary schools, 

health clinics, roads, etc.) nnd selected elements of Project Citanduy II. 

3.	 Project monitoring. 

4. Preparation of inputs for each five year plan in the final year of 

the existing plan, and, 

S.	 Special tasks assigned by the Bupati. 

The annual planning exercise begins in March for the fiscal year that 

begins 13 months later, that is, in April of the following year. The planning 

schedule is set out in Instruction No.4, 1981 and supplementary instructions 

from the ministry of Home Aff1irs (Sec Table V-3). 

In t~is planning process project ideas are solicited from the villages, 

discussed and compiled at the Kecamatan, and sent to the Kabupaten. Selected 

projects are supported through funds made available at the Kabupaten level 

Juring the following fiscal year, i.e. local resources (Swadaya), Kabupaten 

funds (ArBD Kabupaten), Provincial funds (APBD Province), Inpres Programs, 

Presidential assistance, and sector programs. Programming and funding 

decisions are made at a Bappeda sponsored meeting among local government 

officials anJ technical services personnel. 

Unfortunately, Citanduy activities arc not well integrated with this 

participatory approach to planning. For example site selection for model farms 

and model blocks are made long after the above process begins, even though 

other village related activities depend on these site selection decisions. 
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During the Kecamatan planning process, about 3 Bappeda officials are 

invol ved for a full month. During the ~Iay-June review. all Bappeda per­

sonnel are engaged full time, At a minimum, the administration of the annual 

planning and budgeting process consumes 15 to 18 man months of time, This 

does not include the follow-up work in the Provincial planning process, or 

plan modification following the Provincial-~ational review process. 

The Bappeda also plays a large role in carrying out the Inpres Programs 

and the Citanduy II Projects. Ususally this includes the creation of study 

teams, chaired by Bappeda, to choose locations (Primary Schools, Health 

Clinics, Roads, etc.). The peak of this work appears to be between July of 

one year and ~Iarch of the next. We have no estimate of the months of Bappeda 

time consumed, but a reasonable guess would be 9 man months which is the 

equivalent of one full time job for the period not~d. In only one Kabupaten 

visitad had this approach been applied to the selection of Project sites. 

Bappeda's role in monitoring project implementation has been severely 

limitp.d, although it is an essential function of the Bappeda. Constraints 

include lack of system, manpower, and funds. In considering development of 

a monitoring program, recognition must be given to the formal and informal 

monitoring clements in the Kabupaten, ~fost sector projects have monitoring 

and reporting requirements. These reports mayor may not go through Bappeda, 

and they m3Y or may not contain desired qualitative and quantitative informa­

tion, l\l~O, Bupatis have regular staff meetings, providing a forum for 

discussion of project implementation, problems and follow-up • 

.\no:her cleJ~ent of Barpeda's \'iorkload is the preparation of material 

for the five year deVelopment plans, usually a major burden in the final year 

of the current ;Jlan. rn addition, Bappeda has a continuing flow of work 

in support of the Kabupaten (Bupati's) week-to week responsibilities. 

II. Summary, 

There is no one at the Kabupaten level that has' a full grasp of the 

Status of Project Citanduy II as carried out in the Kabupaten, Planning and 

budgeting, and monitoring and reporting are divided among several agencies. 

As a result, documentation is received and reviewed as individual parts (if 

at all), and not as a coherent Jl3ckag(· for the Project, its status, 

problems and possibilities. 
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The opportunity to strengthen the Kabupaten (particularly Bappeda) has 

been dissipated by not immediately establishrng a full time Soil and 

Water CL'J1s<.'rvation Coordinator, and by wi tholding watershed development 

management funds from the Kabupaten. A further potential danger is the 

proposed assignement of Bappeda pe~sonnel to the Social and Economic 

Research Unit. Kabupaten Bappeda's have sometimes contributed to the prob­

lem by managing projects that could be more effectively handleo ~y 

Kabupaten technical services. 

Site locations for model farms, the location for expansion areas, and 

sites for model blocks are not coordinated with established "bottom"up" plan 

ning procedures, even though other Project activities are dependent on these 

decisions. As a result the timing is wrong and opportunities to involve 

local people in the planning process are foregone. 

The Bupati's office and Kabupaten level technical services are not in­

volved to the degree or in ways that the ex~erimental nature of the Project 

requires. This represents a fundamental deficiency in the original Project 

planning phase, and subsequent deficiencies in the information and guidance 

system and the lack of local support to bring about greater cooperation. 

Attention given at the Kabupaten level to the concept and the requiremp~j 

for developing local capabilities is very small or does not exist. A sing 

Kecamatan had a coherent statement about how to improve its capabilities. In 

other instances responses to this issue wele fragmentory, especially about 

staffing and training needs. 

Local government does not have a systematic Project Monitoring system 

that encourages the identification of problems and then follow-up activities 

to solve them. As a consequence issues go unddressed regarding site selections, 

access roads, other conservation measures, integration of Project planning 

with other programs. 
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Section 6 Sub-Districts (Kecamatans) 

A. Description 

There are 42 Kecamatans involved in project Citanduy II, and of these 

~2 are completely included, 3 have SO to 99% of their land area within the 

Project, and 7 Kecamatans have less than 50°,; of their areas involved. Some 

Kecamatans have all Project activities, others do not. 

The Kecamatan is administered by a sub-district official (Camat) with 

the help of a Government affairs staff, and a staff representing the technical 

services. (See Figure V-5 for typical organization and staffing). 

The Kecamatan is the lowest level of government administration in the 

Indonesian system. The Camat is responsible for administering government 

affairs consistent with National and Provincial laws and regulations, and 

supervising the peJ'formance of his staff. He also supervises or oversees 

many of the development activities in his area, including roads, family 

planning, the mass guidance project for food crops (BI~~S), livestock, 

fisheries, irrigation, reforestation and greening, and Project Citanduy II 

The latter is a relatively small responsibility compared to the total. 

Almost all Kecamatan in the Project area have a Development Planning 

Unit (UDKP), with responsibility for planning, implementing, ~upervising, and 

evaluating developm(.'nt projects. The major distinguisting feature of the Unit 

is the village and Kecamatan level planning program that it carries-out 

annually. The process begins in the vi llage, with guidance and technical 

assistance from the Kecamatan. Village meetings produce a list of projects 

for the village and simple project papers. These are collected and discussed 

at the Kecamatan level, the discussions include all the village chiefs, 

Kecamatan officials and represe,1tives from the Kabupaten Bappeda and Community 

Development Offices. 
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Projects are selected from among those proposed and sent to the Bappeda, 

where filrther reviewes are held. At these reviews various projects are 

~elected for support by the various local, district, provincial and 

national funding sources. The Study Team was told that from 25 to 40 percent 

of the proposals from the Kecamatan are funded each year. Some proposals 

rejected one year reappear and are funded the next. 

While this bottom-up planning process in going on, sector projects 

designed at the National and Provincial level are also prepared. Th. 

streams of plans come together at the district, provincial and National 

level for overall planning and budgeting decisions. 

The system is not a perfect case of "local participation", but it is an 

established procedure that involves villages in selecting projects that are 

ultimately funded, and it should be utili::ed and supported by the Project. 

The Kecamatan personnel generally consider thilt supp"rt is the least 

possible (or sometimes, inadequate) for the work that rLlst be done. One 

Kecamatan outlined a plan to strengthen performance generally, and with respect 

to the Project in particular. Its suggestions were as follows: 

1. One high school graduate each should be added to the Corl/Hunity 

Development Section, (BangJes) and the government affairs section in 

order to free the single official in each Section from routine work and 

to allow him to carr:'-out more importa:',! functions • 

.2. F1\'e l1Iotorc:;cles should be aJJed: t\,O for tile Government affairs 

staff and three for agriCUltural extension ~orkers, the later are with­

out transportat ion al t,)gether. 

3. :\dditional training and opportunities for stud:' tours outside the 

area shoul d be prov i ded for fie ld "'orkers, farm leaders and vi llage leaders. 

4. Additional technical assistance should be provided to conduct surveys 

and analyses of local conditions in order to firm-up ,1 development plan 

for the Kecama tan. 
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5. The Camat wants an annual evaluation of development activities by a 

team from the Province or the Capital in order to judge progress and 

problems. 

6. Per diem to fieli worJ;ers should be increased beyond existing levels, 

which are inadequate for tru':el, accommodations, and as an incentive. 

Similar observations were made in other Kecamatans, but this was the 

most coherent. Suggestions, nartit;ularly regarding technical assistance for 

planning studies, training and evaluatIOn, are indicative of the need and the 

opportunities for greater involvement of the Project with Kecamatan level 

agencies. 

B. Summary 

The Kecamatan officials work directly with village people, not only on 

routine administrative matters, but also in development, iaentifying develop­

ment problems, projects, and marshalling the resources for project implemen­

tation. 

The man-power and skills, at the Kecamatan level are limited compared to 

present responsibilities, and a request that the Kecamatan assume a more 

positive role in Project Citanduy II will add to its work-load. 

Section 7 Village Development 

A. Description 

Tris section of the report is based on materials from visits to several 

v;.llages, but is no substitute for existing studies by Indonesian scholars, 

Grvernment rC!1orts and others sourc~s. However, the information presented is 

usefUl regarding management of Project Citanduy II. 

Changes have occured in basin villages over the last five years that should 

be noted, and particulraly the processes by which these changes were brought 

about. Project planning and j~plementation should relate to these processes. 
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Institutional development included the conversion of the Village Social 

Development Council into a larger organization with expanded functions. (It 

is now cailed the Village Self Reliance Drganization-LKMD). This group 

has a major role in participato~y planning under the UDKP program, discussed 

above, and the Government has emphasized training for its members., 

From the LK.\ID, a smaller executive board has been created (L~ID) within 

this past 5 years to guide, review and approve the work (especially planning 

activities) of the LKl-ID. 

Some villages have been divided into smaller units to conform with local 

geography and infra structure development, and to improve village management. 

ftt local cooperative (KUD) has been reorganized to improve its performance, and 

in an other instance the KUD is developing a program in response to product'ion, 

marketing and environmental impact problem~. 

Efforts have been made to strengthen local water users' aS30ciationn, but 

village people recognize that they needs further development to be effective. 

Economic developments over the past five years, as perceived by 

village people, arc also worth noting. In one village cultivated land expanded 

50% in response to a local mill's demand for cassava and in response to demand 

and price incentives for cloves. In another village livestock production has 

increased substantially, but declined due to reduced production of feed in 

another. There has been steady prugress in road and bridge construction, both 

with Govenlmcnt help and also through local initiative and local cooperation 

(Gotong Royong). ~Iuch of this is planned through the annual bottom-up planning 

proces;" iJ1\"olving the lJDKP planning system. One village reported, for example 

tha t the gave mment had improved 12 kilometers of road, and vi llagers converted 

<I Kilometer 0 f footpa tilS into a road for four-h'hee 1 vehi c les \\'i th Communi ty 

Development (Bangdes) guidance. In another village fishponds doubled from 

50 to 100 with the assistance of the fisheries service. The service has 

several project p,lckages to help fish farmers, including, ciemonstrations, 

marketing arrangements for fry (stocking material), training regarding produc­

tion techniques, and a special program for educationg farmers to grow fish in 

household areas and in dry-land regions. 

These and other developments have been aided and abetted by several 

factors. Tn one case leadership and material assistance was provided by a 
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local citizen noted for community spirit and strong religious leadership. 

The LKMD and the annual planning process has clearly grown in influence and 

performance; not in all cases. but some. The interviewer was told that 

commercial credit contributed to the introduction of serving business in the 

villge. Five years ago there was no one producing clothing for sale and 

now 15 households are inVOlved. All villages differ in the pattern of 

influences that bring about progress and the main features of a village 

need to be understood. 

B. Stunmary 

Development is occuring in villages supported by local leadership. 

institutional growth and support from the public and private sector. Far. 

more needs to be known about village dynamics and problems in order for the 

Project to relate in a more meaningful way to the changes that occur in 

villages and to the people. institutions and programs that support this 

change. 

Section B Recorrunendations 

A. Responsibilities 

The role amd responsibilities of lucal government in the Project should 

be increased and refined. 

1. Special Teams should be established and funded at the Provincial. 

Kabupaten and Kecamatan levels for which the Governor. Bupatis. and 

Camats would be responsible. 1hey would use these teams to improve 

coherent Project planning and budgeting. management. and monitoring and 

follOW-Up for the whole of Project Citanduy II in their respective 

areas, (See Annexes I-I and 1-2). 

2. The Province and the Kabupaten should shift responsibilities for 

sub-activity management to lower levels of local goverument. and 

further to the Kabupaten technical Services that are most qualified to 

produce technical plans. project justifications. and that are qualified 

to acquire, deliver. and supervise sub-activity inputs. 
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3. Annual plans and budgets for all project activities should be 

received, reviewed, amended as necessary in the Kabupaten and Provincial 

annual Coordinating ~Ieeting, and then collated as a complete Kabupaten 

and/ol Provincial Project plan and budget for submission to Home 

Affairs. (Copies of sector plans and Dudgets would follow existing 

channels) • 

4. The position of Kabupaten Soil and Water Conservation Coordinator 

should be established as provided in the loan agreement with speci fic 

terms of reference, including supervision of the planning and budgeting 

process under the direction of the head of Bappeda. 

s. Selection of model farms, expansion areas, and model blocks should 

be ;aade 14 months before the beginning of the fiscal year in which they 

will be implemented. These decisions, plus information about related 

activities (access roads, other conservation measures, erosion control 

on existing roads, local initiative projects) should then be incorporated 

into the annual "bottom-up" planning process, which begins 13 months 

prior to the year of implementation. 

6. In future area development projects the Provinces and Kabupatens 

should prepare operational plans with technical assistance from the 

National level in order to identify and resolve operational issues. 

B. Training, Technical Assistance and Staffing 

~lore attention than at present should be given to increasing the capabil i­

ties of local agencies to plan and manage development programs thru training 

and technical assistance. Consideration should be given to long term professi­

onal development, but also to the immediate needs of the Project. 

1. Training. Training should be provided Bappeda staff regarding: 

a. policies procedures and project content and conditions, 

b. office management and administration, 

c. planning and management concepts and r'rocedures to achieve per­

formance targets over time that develop capabilities with Presidential 

Instruction No. 29, 1980. 
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d) development planning and management, 

e) follow-up training for agriculturalists, economists, engineers, 

etc. on Bappeda Staffs that improves the co~non knowledge h~tween Bappeda 

and technical services personnel. 

e) expended training for technical services personnel regarding 

upland conditions and improved technologies for those areas. 

2. Technical Assistance. Added technical assl~tance should be provided 

by Indonesian personnel or foreign consultants, especially for the 

following: 

a) administration and management,
 

b) area development planning and project design,
 

c) development and use of a monitoring system,
 

d) effective community development approaches.
 

3. Staffing. The Bappeda staff should be strengthened by small addi­

tions, or transfers between Kabupatens where excess or deficiencies exist. 

a) the position of the Kabupaten Soil and Water Conservation 

Coordinator should be established in Bappeda with a prescribed work 

program and support, 

b) personnel should not be taken from existing Bappeda to staff 

the socio-economic research unit, 

c) consideration should be given to elevating Kabupaten Bappedas 

with major area development projects to the class "A" status which permits 

a fifth section for research, 

Community Development and Participation 

1, Time and cost-effective surveys of village circumstances must be 

made. 

2. The economic and social research unit of the Project should continue 

its efforts in order to structure a study program, but Project ~Ianagement 

should look beyond this unit as the final answer, Management should 
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encourage a program that involves universities and private scholars 

in reasearch, and the creation of a special information bank or network 

to utilize what 1S already known, and to use new knowledge ag it is 

developed. 

3. The community development processes that effectively engage people 

in development need to be reassessed and formulated into better approaches 

to be used by personnel in community development and the technical s~rvices, 

and for use by local village leaders. To do this the work at Cigaru, VIS 

in Solo, and work at the pilot model farms in the Solo and Citanduy basins 

should be reviewed. Improved approaches should be designed with the 

support and involvement of the Directorate General for Village Development 

and local or foreign consultants. 

4. The attitudes and pJ'actices of rural people regarding credit, and 

the degree and kind of cl'edit-worthy opportunities that exist in rural 

areas should be surveyed and then translated into procedures and practices 

appropriate for village credit efforts. 
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TABLE V-I 

SUB ACTIVITIES lrnDER MINISTRY OF HOME 

AFFAIRS FUNDING AND MANAGEMENT 

Sub-Project 

and 

Sub-Activi.ties 

G.O.I. 

$ 

Funding 

Source 

U.S. AID Funding 

F.A,R. Procure- Direct 
ment and Reimbur.
Contracts 

Sub-Project 

Local Deyelop~ 

Planning and~~-
~ Sub-Project. 

Sub-Ac tivi ties 

Training 

Local Initiative 
Activities 

-
252.0 

-

IN. I 

-
504.0 

-
-

89.0 

-
Socio-Economic 
Research 

Consultants 

110.0 

100.0 

A.P.B.N. 

A.P.B.N. 
-
-

539.2 

917.0 

150.7 

-

Sub-Project 

Upper Watershed Mana­
gement Development 
Suh-Project 

Sub-Activities 

Technology Expansion 

Credit 

Access Roads 

662.6 

2,453.5 

1,032,4 

IN. 

IN. 

IN. 

I 

I 

II 

662.6 

2,453.5 

1,032.4 

-
-
-

-
-
-

Erosion Control on 
Existing Roads 

District Uplan d Pro­
gram Administration 

240.9 

149.3 

IN. 

IN. 

II 

I 

240.9 

-
-

50.8 

-

-



TABLE V-2 

TRAINING FOR KABUPATEN BAPPEDA PERSONNEL, LAST TWO YEARS 

Training Course 

Regional Development 
Planning Course 

Regional Development 
Planning Administration 

Planning and Budgetting 

Project Design and 
Evaluation 

Kampung Improvement 
Program 

Soil and Water 
Conservation 

Environmental 
Problems 

Environmental 
Impact Analysis 

Population Workshops 

Filing 

Treasurer's Training 

Source of Training 

Directorate of Education and 
Training, Ministry of Home 
Affairs (DIKLAT DIPDAGRI) 

-<10­

-<10-


Ministry of Home Affairs &
 
u.S. AID 

Cipta Karya Ministry of 
Public Works 

Office for Agricultural Education, 
Training and Extension (BDLPP) 

University of Agriculture, Bogor 
(IPB, Bogor) 

Dipenogoro University, Semarang 

-do-

District Government 

-do-

Number of Training
 

9
 

3
 

1
 

4
 

6
 

1
 

1
 

1
 

2
 

1
 

2
 



fABLE V-3 

OFFIC1AL PLt\NNI:-JG BUDGETING SCHEDULE 

1. February 

2. March 

3. March - April 

4. April - Xay 

S. May 

6. March, Apri 1, May 

7. May - June 

8. June - July 

9. May, June, July 

10. July-August 

11. August-September 

12. September - October 

13. October - ~ovember 

14. October - Decembe: 

15. December - March 

Provincial/Kabupaten discussion and
 
instructions.
 

Kabupaten instructions to Kabupaten Units.
 

Village level planning based on item 2.
 

Kecamatan level planning based on item 3.
 

Kecamatans send proposals to Bappeda Tk.II.
 

Sector programs prepared and submitted to
 
Bappeda
 

K.1bupaten level review and planning.
 

K;\':.upatens send proposals to Bappeda TK I
 
based on item S, 6, 7. 

Sec cor pL"l)grams prepared and submi t ted to 
Bappeda ! 

Pravinci11 level review and planning based 
on items 8 and 9, and involving consulta­
tion with National level agencies and 
Provincial Assembly and draft budget for 
regions (APBD). 

Regional Bappeda Meeting for Planning.
 

Provincial Plans sene to National Level.
 

National Level Mepting of Provincial
 
Bappedas for Plan.ling based on item 11, 12.
 

Revise budgets for region (APBD)
 

Complete budgeting, allocation and release
 
of funds.
 



TAi3LE V-4 

PROPOSAL SY~CRONIZATroN OF PROJECT CITANDUY II PLANNING AND BUDGETING 

WITH THE OFFICIAL SCHEDULE 

February, 1984 

~Iarch - Apri 1 

~lay - June 

June - July 

July 

July - August 

August - ~ovember 

~ovember - December 

December I-larch 

FOR 1985/1986 

Report and discussion at Bappeda
 

Dati II of anticipated Project
 

Citanduy activities for 1985/1986.
 

Site selections, preliminary activity 

choices, training requirements, 

preliminary budgets. 

Plan preparation (DPUPs or agreed 

upon formats).
 

Bappeda Dati II Review (Project
 

Citanduy II as a Coherent Package).
 

Consolidation of Citanduy Project 

Plans. 

Provincial Review 

National Level Review 

Reconciliation 

Complete reviews and allocation of 

funds. 



TABLE V-5 

KABUPATEN BAPPEDA RESPO~SIBILITIES AND DUTIES 

~. General Responsibilities 

1. Assist the Bupati in establishing development planning policy. 

2. Assessment of development project implementation. 

3. Integrate national anJ regional development plans. 

4. Coordinate all development planning in the district (Kabupaten). 

B. Spedfic Duties 

1. Design a basic development plan for the Kabupaten. 

2. Prepare the five year plan for the Kabupaten. 

3. Select and de:"ign annual programs consistent I-,'hich basic and 5 year 

plans for funding fron all sources. 

4. Coordinate plann,ng arrang all elements in the Kabupaten. 

5. Prepare the annual Kabupaten budget (APBD Dati II) in con~ert h'ith 

the Kabupaten Finance Bureau. 

6. Coordinate and/or establish research t~at i~ essential for develop­

ment planning. 

i. J olluw-up on development progral:l i::iplementation in order to improve 

future planning. 

B. ~Ionitor development progress. 

9. c'arry out Provincial planning instructions. 

Source Presidential Instruction ~o. .,­.. ' , 1980 • 
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FLgure v- 3 

STRUCTURE OF LOCAL DEVELOPM.L~ 

PLANNING AND MANAGEXENT 

PROJECT AND SUB PROJECTS 

Responsible for Project and 
Implementation Sub Projects 

Local Development Planning and Management Sub-ProgramProject Leade r 

, I 

Social Economic Research 
General, Reg ional De-
Element of Directorate Training Project 

$788,000$89,000 
velopment ,I 

CreditGuidance Activities forElement of Di",i" UPlan::] I
$4,907,000Provincial Citanduy Project IIProgram Adminis~ i 

Government tration
 
$200,000
 

I 

Element of Ka bupati!r1 Upland Technology Package i 
Governmi!nt Ap pointed 

Local Initiative 
Expansion Project I 

by Proj~ct Le ader 
Projects 

$756,000 $1,325,200 l 
Elewi!nt of Kabupaten Access Roads Erosion Control on Existing 
Government $2,01:4,800 Roads 

$480,800 

Consultant Support is proviced for these activities. 

Source	 Loan Agree~ent and Paper prepared by Mr. Rachlan, Ciamis, for 

Bappeda Tk. I, Jawa Barat. 
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FIGURE V-S 

ORGANIZATION AND STAFFING 

OF A TYPICAL KECA\IATAN 

Cl a,s:: ifi cation 

of Officials 

Government
 
Administration
 

Camat 
Policy Chief 
Finance/Personnel 
Community develop. 
Adult Education 
Gon. Affairs 
Economics 
Sod al h'el fare 
Administration 
Policemen 

Technical
 
Sen'ices
 

Food Crops 
U\'cstock 
Information 
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\g.Exten.Greening 
.\g. btc-nsion 
3reening ::: xt 
Wo'\ 
HL'al th
 
Bankin;
 ]Public !iork s 1
Cooperatives
 
Forest Police 1
 

Number of Officials and Levels of Education 
Universlty HIgh PnmaryJunlor Remarks

SchoolSchoolSchooldegree 

1
 
1
 

1
 
1
 
1
 

1
 
1
 
1
 

2
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 3
1
 

1
 
1
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1
 
1
 F'PL's *
 
1
 

5
 
2
 
7
 PF'L's *
 

1
 * 
1
 

I
 
Occasional \'isi ts 

Responsible to P3RF'DAS 



MRD 

Bappenas 

Bappeda I 

Bappeda II 

Bimas 

BPP 

Bupati 

CBPO 

Camat 

DATI I 

DATI II 

FKPP 

INPRES 

Kabupaten 

Kecamatan 

KKTA 

Lta·ID 

PDP 

PHIDA 

PKP 

P3A 

P3RPDAS 

GLOSSARY OF TERJ.!S 

=	 The National Ag~ncy for Agricultural Research and 
Development (Lembaga Pus~t Penelitian dan Pengembangan 
Pertanian) • 

=	 National Development Planning Board (Badan Perencanaan 
Pemhailgunan Nasional)., 

=	 Provincial Development Planning Board (Badan Perencanaan 
PeOibangunan Daerah Tingkat 1). 

=	 District Development Planning Board (Badan Perencanaan 
Pembangunan Daerah Tingkat II) 

= National Food Crop Production Program (Bimbingan Ma5sal). 

= Rural Extension Center (Balai Penyuluhan Pertanian) 

District Government Head. 

= Citanduy Basin Project Office, Banjar (Kantor Proyek 
Pengembangan Wilayah Sungai Citanduy). 

=	 Sub-District Government Head. 

Provincial Level of Government (Daerah Tingkat I). 

= District Level of Government (Daerah Tingkat II). 

= Provincial and District Agricultural Extension Coordina­
tion	 Forum (Forum Kordinasi Penyuluhan Pertanian). 

Presidential DeClees Providing Grants-in-aid for develop­
ment. (!nstruksi Presiden). 

Districts 

Sub-Districts. 

District Soil and Water Conservation Coordinator
 
(Koordinator Konservasi Tanah dan Air Kabupaten).
 

Village Self-Help Association (Lembaga Ketahanan
 
~Iasyarakat Desa).
 

Provincial Area Development Project (Proyek Pengembangan 
IvUayah) • 

Local Government (Pemerintah Daerah). 

=	 Special Regreening Official, Assistant to the District 
Head (Bupati) (Petugas Khusus Penghijauan) 

=	 Water Users Association (Perkumpulan Petani Pemakai Air). 

River Basin Organization for the National Reforestation 
and Greening Program (Proyek Perencanaan, Pembinaan Dan 
Pembangunan Heboi sasi Dan Peilghij auan Daerah Ali ran Sungai). 
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PINLAK 

PIMPRO 

UDKP 

WMDC 

=	 Project Implementation Officer (Pimpinan Pelaksana). 

=	 Project Officer (Pimpinan Proyek). 

District Development Working Unit (Unit Daerah Kerja 
Pembangunan) • 

=	 Watershed Management Development Center, Ciamis 
(Pusat Pengelolaan Pembangunan Daerah Aliran Sungai, 
Ciamis). 
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