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EXECUTIVE SUMMARY
 

1. PROBLEM AND OVERVIEW
 

The Accelerated Mahaweli Program (AMP) is Sri Lanka's highest
priority development activity. 
More than $2 billion of mult'idonor
financing is assisting the Government of Sri Lanka (GSL) to bring
117,000 hectares of dry-zone land under permanent irrigation.
Approximately one-half million people will be resettled on small
farms in the area, leading to increases in agricultural production.
Through the completion of four new dams in upper catchments of the
Mahaweli River, the country's total electric generating capacity
will be more than doubled. 
The development of infrastructure and
service industries accompanying resettlement will create new
opportunities for off-farm employment, helping to bring a major
portion of the previously underdeveloped dry-zone into the
mainstream of Sri Lanka's economy.
 

A river basin development scheme of this massive scale is certain to
generate significant environmental impacts. 
Major changes in
land-use and human settlement will create pressures to utilize
natural resources more intensively, natural landscapes will be
altered permanently, and a certain amount of environmental
 
degradation will be inevitable.
 

2. U.S. ASSISTANCE
 

USAID was the first foreign donor to provide assistance to the GSL
in addressing the environmental impacts of Mihaweli development.
USAID funded an Environmental Assessment of the AMP in 1979-80 and
helped the GSL develop an Environmental Plan of Action in 1981.
Through its Mahaweli Basin I Loan, USAID provided $400,000 to the
GSL for carrying out activities in the AMP region to monitor and
control the movements of problem elephants displaced by agricultural

development.
 

USAID and the GSL approved a five-year Mahaweli Environment Project
in September 1982 to respond to the specific recommendations on
wildlife conservation and management contained in the AMP
Environmental Assessment and Plan of Action. 
The project was
designed specifically to be part of the overall development effort
in the Mahaweli. 
 It's purpose was to *ensure the stability of
irrigated agricultural development and human settlements in the AMP
area by providing alternative protected habitats for displaced
wildlife in 
a manner that is ecologically sound and socially

acceptable.*
 

The project was designed to improve the institutional capacity of
the Department of Wildlife Conservation (DWLC) to continue managing
Mahaweli protected areas beyond the life of the project. 
The total
project budget was 16.9 million, of which 5 million was a grant by

USAID.
 



3. PURPOSE OF THE EVALUATION
 

This mid-term evaluation is the first of two planned evaluations of
the Mahaweli Environment Project (383-0075). 
 The objective of the
evaluation is to review,the progress made toward attaining planned
outputs and end-of-project status conditions, and to recommend
changes in project implementation if warranted and practicable.
 

4. FINDINGS
 

While there has been significant progress in legally establishing
the Mahaweli protected areas, little or no progress can be reported
on the development of buffer zones, habitat enrichment, and
construction of physical infrastructure (buildings, roads). 
 Only 6
percent of AID funds have been disbursed after three years of
project implementation. 
The delays have been caused by problems in
project administration, changes in both GSL and USAID management
personnel, difficulties in tendering and contracting for local
procurement, and the lack of 
a planning framework for site
development. 
Because the construction component is beyond the
present capacity of DWLC to implement, development of physical
infrastructure should be transferred to the Mahaweli Authority of
Sri Lanka, which has proven expertise in this area.
 

Conservation of wildlife in the AMP arep is being inadequately
addressed, due to the lack of trained personnel in the DWLC and slow
implementation of the Wildlife Conservation Unit ax planned in the
PP. 
 Although technical expertise and resources.are available from
Sri Lankan universities and the private sector, the DWLC has not
encouraged cooperation with these groups.
 

The technical assistance and training component has worked
relatively well, but could be improved. 
 In-country workshops
implemented through a PASA arrangement with the U.S. National Park
Service (USNPS) have demonstrated great potential for developing
DWLC personnel, but results have been less than satisfactory because
of poor coordination, participation and follow-through in-country.
This element of the project could be greatly improved by providing a
long-term Technical Advisor to facilitate preparation for and
application of USNPS contributions.
 

Local participation of AMP people in the project has been far less
than envisaged in the PP, largely due to inappropriate DWLC
policies, lack of a rural sociologist in DWLC, and delays in
implementing the capital investment portions of the project.
Greater cooperation among DWLC, other GSL agencies, and PVOs would
enhance this element of the project.
 

Administration of the project has been a source of major
difficulties, with no clear authority established, sporadic support
from DWLC, and poor coordination among DWLC, Mahaweli Authority of
Sri Lanka, and other involved institutions. 
 1:ey elements of
 



improving project administration include clarifying authority and
responsibility in Colombo and decentralizing authority for field
level decisions to field personnel.
 

The internal security situation in Sri Lanka has had a major impact
on the project. Northern and eastern portions of the AMP area have
become vulnerable to insurgent activity, affecting the establishment
and development of Somawathiya Sanctuary as a national park.
personnel no DWLC
longer go to Somawathiya; however, most of the
remaining protected areas in the AMP region are reasonably secure.
This situation presents both a dilemma for DWLC and an opportunity
to redirect project resources planned for development of Somawathiya
to cover the costs of recommended actions indicated in this mid-term

evaluation.
 

5. PROJECT DESIGN IMPLICATIONS
 

The evaluation has identified critical areas for improvement that
entail adjustments in project design, administration and
implementation. 
The project purpose as stated in the PP is
unrealistic; the purpose and end-of-project status conditions (EOPS)
should 3e modified to place greater emphasis on developing a strong
interagency mechanism to support the DWLC in planning and managing
protected areas within the AMP land-use system (revised EOPS are
indicated in Part Il of the evaluation report). 
 The project
implementing mechanism requires strengthening, which will call for
changes in GSL administrative arrangements. 
Progress in
constructing park infrastructure will require MASL to take the lead
in coordinating and supervising this project component. 
The
internal security situation warrants a redirection of project
resources planned for development of Somawathiya to cover the costs
of the recommendations outlined in the evaluation.
 

6. RECOMMENDATIONS
 

The prcject should continue, with a major effort by the GSL and
USAID in 1986 to correct implementation problems. 
A full-time
Project Director in Colombo and a DWLC Deputy Director for the
Mahaweli region should be appointed by the Ministry of State as soon
as possible to overcome shortcomings in project administration. 
A
long-term Technical Advisor is required to help coordinate technical
assistance and training contributions in-country; this should be
facilitated through an amendment of the existing PASA with the U.S.
National Park Service. 
Ihe project's construction component should
be transferred as 
a package to MASL, with major progress expected by
the end of 1986. 
 Inputs planned for development of Somawathiya
should be redirected to other priority uses 
identified in the
 
evaluation.
 

If substantial progress is indicated by the end of 1986, USAIDshould extend the project by two years -- to September 1989 
-- to
make ip for the initial slow pace of implemintation in 1982-1985.
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PART I. OVERVIEW
 

1. 1. INTRODUCTION 

The I.ahaweli Environment Project (NEP) provides important benefits
at local, regional, national and international levels:
 

Locally, it helps to control the depredations of elephants on
the crops being grown in the agricultural lands newly-created by
the Accelerated Mahaweli Development Program, it provides
employment, and it provides opportunities for private enterprise
initiatives in tourism and related industries.
 
Within the Mahaweli region, it provides a system of protected
areas which contribute to balanced land-use in the Mahaweli
basin, helping to protect watersheds, control bank erosion, and
protect fisheries 
-- all of considerable economic importance.
 

Nationally, it helpito develop the capacity of the Department
of Wildlife Conservation (DWLC) to manage more effectively the
wildlife resources of the country, makes a significant
contribution to the nation-wide effort to maintain biological
diversity, and demonstrates GSL concern for environmental issuas.
 

Internationally, it provides an outstanding example of
integrated land-use development, whereby environmental
considerations are given appropriate attention as part of amajor development scheme. It is often quoted as USAID's
outstanding project in contributing to the Congressional mandate
on biological diversity, and is viewed with great interest by a
number of national and international: NGOs.
 

Many of these benefits are only potential benefits unless
considerable effort is devoted to making them real.
 

1.1. 
 ProJect Obectives
 

The MEP is designed specifically to be part of the overall
development effort in the Nahaweli, contributing in fundamental ways
to the overall success of the major government capital investments
in waterworks and new agricultural lands.
 

THIS REQUIRES A NEW PERCEPTION OF PROTECTED AREAS WHICH IS DIFFERENT
FROM THE TRADITIONAL VIEW OF SRI LANKAN NJATIONAL PARKS SUCH AS YALA
AND WILPATTU.
 

The project is designed to institute effective management ofwildland resources in strategic areas of the ANP so as to conservewildlife, protect investments in irrigation works and humansettlements, and bring the ber'fits of nature conservation directlyto the local people. The latter two of these elements are new
 



-- 

-- 

/management objectives of DWLC, based on the importance ofintegrating protected area management into the overall Mahaweli

devqlopment effort.
 

Specific objectives, designed to be attained during the life of the
MEP and to contribute to the End-of-Project Status (EOPS), 
are

identified in the PP:
 

National Park Infrastructure Development. 
Develop four
protected areas (Somawathiya, Wasgomuwa, Maduru Oya, and Flood
Plains) totalling 182,000 hectares, including surveying and
establishing 500 miles of boundaries, developing 700 
acres of
buffer zones and rehabilitated habitat, developing 95 miles of
new roads and upgrading 150 miles of existing roads,
constructing 90,000 square feet of personnel housing and
administrative buildings, and establishing 380 signboards along
the park perimeters.
 

Strengthening the DWLC Planning and Management System. 
Expand
the cadre of DWLC personnel by approximately 225 employees,
provide technical assistance totalling 37 person-months, prepare
a comprehensive systems plan for the development of parks andprotected areas, initiate a detailed management plan for each
protected area, and decentralize park administration with a
 
regional headquarters.
 

-Developing D LCResearch andTraining Capability. Establish &
Wildlife Conservation Unit (WCU) to undertake surveys and manageelephant problems, establish a Wildlife Training Center (WTC)for DWLC personnel and to prepare conservaeion education
programs for the public, and develop materials and media for anational public awareness campaign to develop suppo't fornational parks and other conservation activities. 

This report contains the findings of the Evaluation Team, related tothe progress in attaining each of these objectives. 

1.2. Summary ofFindings
 

In summary, the team found that: 

There is significant progress in legally establishing three of
the protected areas 
 Maduru Oya, Wasgomuwa, and Flood Plains
-- while all work on the fourth area -- Somawathiya -- has beenhalted because of the security situation. 

While there is some progress in rehabilitating existing
infrastructure, little or no progress can be reported on themajor construction elements of the project. he delays have 



been caused by changes in top administration, changes in USAID
personnel involved in the project, changes in site plans,
.difticulties involved in the tendering process on the part of
both USAID and GSL, and the security situation.
 

One draft management plan has been prepared (for Maduru Oya),
but. there has been no progress toward the preparation of thesystems plan which was intended to provide the basis for theentire planning effort.
 

Conservation of wildlife is being inadequately addressed, due to
lack of personnel and slow implementation of the Wildlife
Conservation Unit as outlined in the PP; habitat enrichment hasnot been successful, but reforestation efforts by NationBuilders was successful in 1983 and 1984, before stagnating in1985 due to administrative problems. 

There is an excellent, highly motivated cadre of trained DWLC
personnel in the region, but the level of staffing in inadequateto meet current needs; of the 225 new staff envisaged in the PP,85 positions have been approved by Treasury and 79 are 
in place.
 

The technical assistance component (through a PASA with USNPS)
has worked relatively well in that each workshop has proceeded
in order, following a delay of over 18 months in getting started
due to USAID/GSL administrative problems. 
While the individualsdirectly involved in the work3hops undoubtedly benefitted fromthe training, the specific results of the workshops do notappear to have had significant impact on DWLCI follow-up by DWLC
has been poor and workshoD reports have not: been distributed to

key people.
 

The out-of-country training element hal proceeded according to
schedule, with six individuals receiving training with USNPS,
three attending the International Seminar on National Parks
Management, and four receiving longer-term training in Indonesia
and Tanzania. In-country training requires more attention,
following a recent workshop on the subject. 

Local participation has been far less than envisaged in the PP,
largely duc to inappropriate policies and delays in implementing
the capital investment portions of the project. However, ordershave recontly been received by DWLC officers in the NIP projectarea to hire 75 local people as casual laborers by I December

1985. 

Education programs for local villagers sems to have progressedwith encouraging results. There have been 10 school programslleaflets and posters have been produced (in collaboration withNation Builders)
1
 a series of radio programs have been produced,
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including 6 ten-minute scripts and 6 thirty-minute scripts.

However, the DWLC Assistant Director for Education needs more

.ossixtance and better support from local PVOs.
 

Administration of the project has been a source of major
difficulties, with no 
clear authority established, sporadic
support from DWLC, and poor coordination between DWLC, MASL, and
other involved institutions. 

1.3. Summary of First Priority Recommendations
 

The 	 recommendations of this report are divided into two levels ofpriority, with first priority going to general, broad areas where
improvements are 	 required. The second priority recommendations areaimed at overcoming specific bottlenecks, making minor
modifications, or supporting the implementation of the firstpriority recomm~ondations. 
 The first priority recommendations are
listed below in order of importance (the numbering system used in
Part II of the text'follows each recommendation):
 

1) 	USAID IN CONJUNCTION WITH THE GSL SHOULD UNDERTAKE A THOROUGH
REASSESSMENT OF PROJECT MANAGEMENT NEEDS IN RELATION TOPRESENT INTERAGENCY ADMINISTRATIVE ARRANGEMENTS AND THECOMPARATIVE STRENGTHS OF MINISTRY OF STATE, DWLC, MASL, ANDMCA. THIS REASSESSMENT SHOULD BE BASED ON EVALUATION TEAMFINDINGS AND RECOMMENDATIONS AND CREATE.A DIALOGUE AT THE
HIGHEST APPROPRIATE GSL LEVEL TO SEEK AN IMPROVED PROJECT
ADMINISTRATIVE AND IMPLEMENTING MECHANISM. (Recommendation 
7.1.1) 

2) 	 THE SECRETARY, MINISTRY OF STATE SHOULD ESTABLISH THE POST OFDWLC DEPUTY DIRECTOR OF MAHAWELI, WITH FULL AND INDEPENDENT

AUTHORITY UNDER THE PROJECT DIRECTOR OF ALL MEP ACTIVITIES IN
THE 	 PIELD (AS PROVIDED FOR UNDER ARTICLE 69 OF FAUNATHE ANDFLORA PROTECTION ORDINANCE), WITH TECHNICAL ADVICE PROVIDED BY
THE 	MEP TECHNICAL ADVISOR. (Recommendation 7.2.1)
 

3) 
USAID AND THE GSL SHOULD AGREE TO INCREASE THE TECHNICAL

ASSISTANCE ELEMFNT OF THE PROJECT, INCLUDING CONSIDERATION OF
ASSIGNING A LONG-TERM (TWO YEARS) TECHNICAL ADVISOR WHO COULD
PROVIDE OVERALL COORDINATION TO TA CONTRIBUTIONS, ADVISE THE
NEWLY-ESTABLISHED WILDLIFE MANAGEMENT UNIT, PROMOTE FOLLOW-UP
OF RECOMMENDATIONS, AND RECOMMEND ON IMPLEMENTATION OF

MANAGEMENT PLANS. (Recommendation 5.2.1) 

4) 	 THE SYSTEMS PLAN SHOULD BE PREPARED AS SOON AS POSSIBLE, USINGOUTSIDE TECHNICAL ASSISTANCE ASSIGNED TO THE MEP UNDER A
MODIFICATION TO THE PASA WITH USNPS. 
THIS PLAN, ONCE APPROVED
BY THE DIRECTOR OF DWLC AND OTHER INTERESTED PARTIES, SHOULD
 



BE THE GUIDING DOCUMENT 
/ 

TO DETERMINE STATUS AND OBJECTIVES FORTHE 	 VARIOUS PROTECTED AREAS, LOCATE REGIONAL HEADQUARTERS,DEFINE LOCATIONS AND APPROPRIATE ACTIVITIES FOR BUFFER ZONES(see 2.2.1), ADVISE ON LOCATIONS OF ELECTRIC FENCES TO CONTROL
ELEPHANT MOVEMENTS (see 4.1.2), AND ADVISE ON THE USE OF
ELEPHANT BARRIERS (see 4.1.3). 
 THE 	TARGET DATE FOR COMPLETION
OF THE SYSTEMS PLAN SHOULD BE JUNE 1986. 
 (Recommendation
 
3.1.1)
 

5) THE DWLC SHOULD ESTABLISH A WILDLIFE MANAGEMENT UNIT WITH ITS
PRIMARY AREA OF OPERATION IN AGRICULTURAL PRODUCTION AREAS
OUTSIDE THE ESTABLISHED WILDLIFE RESERVE SYSTEM. 
THE
SUGGESTED COMPOSITION OF THE UNIT AND AREAS OF RESPONSIBILITY

ARE 	OUTLINED IN ANNEX 9. 
(Recommendation 4.1.1)
 

6) ALL CONSTRUCTION OF PHYSICAL INFRASTRUCTURE SHOULD BE HANDLED
AS A 	PACKAGE BY MASL, BECAUSE OF ITS PROVEN EXPERTISE IN THIS
FIELD; THE SCALE OF CONSTRUCTION ACTIVITIES APPEARS FAR BEYOND
THE SCOPE OF DWLC AT PRESENT AND THERE IS LITTLE JUSTIFICATION

TO BUILD WHAT IS ONLY A TRANSITORY REQUIREMENT. 
MAJOR
PROGRESS IN CONSTRUCITON SHOULD BE EXPECTED BY NO LATER THANTHE 	END OF 1986, WITH COMPLETION BY MID-1988. 
 (Recommendation
 
2.3.1)
 

7) 	 USAID SHOULD REALLOCATE FUNDS PREVIOUSLY ALLOCATED TO
DEVELOPMENT 
 OF SOMAWATHIYA NATIONAL PARK TO COVER THE 	 COSTS OFTHE 	RECOMMENDATIONS CONTAINED IN THIS EVALUATION.
 
(Recommendation 8.1.1 and 9.2.1)
 

8) 	 USAID SHOULD CONDUyT AN EXTERNAL REVIEW OF THE 	 MEP IN LATE1986, TO ASSESS STATUS OF IMPLEMENTATION. 
 (Recommendation

9.2.2) 

9) PROVIDED THAT APPROPRIATE PROGRESS CAN BE MADE IN OVERCOMING
THE 	P.ROBLEMS IDENTIFIED BY THE EVALUATION, USAID AND GSL
SHOULD EXTEND THE PROJECT LIFE BY TWO YEARS, TO THE END OF
1989, IN ORDER TO MAKE UP FOR 	 THE NUMEROUS CHANGES OF TOPPERSONNEL WHICH HAVE PLAGUED THE PROJECT, DELAYS INVOLVEDUSAID AND GSL TENDERING PROCEDURES, AND THE SECURITY 
IN 

SITUATION. 
INDICATORS OF PROGRESS ARE SPECIFIED IN ANNEX 7.

(Recommendation 9.2.3) 

10) 	 USAID AND THE GSL SHOULD PROMOTE THE WIDE DISTRIBUTION OF THE
REPORT FROM THE MEP EVALUATION, IN ORDER TO STIMULATE WIDER
PUBLIC INTEREST, DEBATE, AND CONCERN. 
 (Recomendation 9.2.4)
 



1.4. Summary of Second PrioritY Recommendations
 

The..ollowing second priority recommendations are supported by
findings contained in the evaluation and its attached annexes. They
are aimed at overcoming specific bottlenecks, making minor
modifications, or supporting the implementation of the first
priority recommendations. 
The second priority recommendations,
following the numbering system used in the text, are:
 

Mahaweli Parks Establishment and Physical Development
 

2.1.1. 
The final determination by DWLC of the appropriate
designation of Protected area category for each area should
await the preparation of the systems plan (see 3.1).
 
2.2.1. Areas appropria-e for each 
sort of buffer zone should be
identified iy the systems plan, which would also contain
recommendations on appropriate development and
administrative structures for each buffer zone.
 
2.2.2. 
A workshop dealing specifically with buffer zones should bedesigned and implemented in mid-1986, and should involveMinistry of Agriculture, Ministry of Mahaweli, FOrestDepartment, universities, and other relevant institutions.The workshop would produce specific recommendations onbuffer zone policies and means of control. 

2.3.2. DWLC should ensure that MECA and all contractors adhere toaesthetic specifications designated by b"WLC, using colors
and styles which are appropriate to the particular situacion.
 
2.3.3. 
NECA should ensure that physical structures are designed and
located according to a management plan prepared by DWLC
whidi specifies the exact purpose of each building or road. 

Park Planning anaManagement
 

3.1.2. 
USAID and GSL, in collaboration with USNPS, should identify
and recruit a protected area systems planner for a period offour months to coordinate preparation of the systems plan(see Annex 13 for terms of reference for the Systems
Planner).
 

3.1.3. 
At the end of the third month of the assignment of theSystems Planner, DWLC should convene a workshop to reviewthe draft systems plan. This workshop should includeinstitutions involved in the preparation of the plan, 
all 

including the Ministry of State and the Mahaweli Ministry.
The output from the workshop will be an agreed protected
area systems plan for the Mahaweli basin.
 



3.1.4. 
DWLC should postpone the preparation of further
area-specific management plans until after the systems plan

is completed.
 

3.2.1. 
DWLC should postpone the USNPS planning workshop scheduled
for January 1986 until the systems plan is in place. 
The
draft Haduru Oya Management Plan should be reviewed in
relation to the systems plan once it is developed.
 

3.2.2. 
 DWLC should ensure that future management plans include
contributions from all interested parties, including
government agencies, academic institutions, local people,

and PVOs.
 

3.2.3. 
 The management plans prepared by DWLC for each wildlife
reserve should include procedures for actively managing
essential habitats of endangered and threatened species (see

section 4.2).
 

conservation of Wildlife
 

4.1.2. 
The DWLC and KASL should send key personnel to examine themost recent advances in the construction of electric fencesthat will control the movements of wildlife, includingelephants. 
Both India and Malaysia have advanced the
technology so 
that electric fencing has become an 
effective
barrier to elephant movements.
 

4.1.3. 
The DWLC should continue to esperiment in the development of
elephant-barriers 
as they have been doing. These should be
consttucted of materials such as-stone, brick or cement, and
should not harm the animals.
 

4.1.4. 
 The DWLC should contract appropriate expertise to survey
existing Sri Lankan national parks to determine where
boundaries are effective in reducing movements of the
animals out of the reserve and into agricultural production
areas. The ways and means found to establish effective
boundaries should be duplicated to the extent possible in
Mahaweli. 
 (A scope of work is outlined in Annex 10.)
 
4.2.1. 
 The DWLC should initiate the monitoring program for
threatened and endangered species and their habitats that is
called for in the PP. 
 Bach national park should have a
staff ecologist and two ecological field assistants (one
more than originally called for in the PP). 
 Each monitoring
team should have its own transport; and employ local people
to assist in their activities. People who have lived in the
areas for many years can provide useful insights into the
distribution and life history processes of the animals they

know.
 



__ 8 __ 

4.2.2. 
The DWLC should encourage and sponsor university research in
wildlife reserves, especially to study the life history
processes of threatened and endangered species and to assist
in establishing carrying capacities and critical habitats.
The Sri Lankan universities have much expertise upon which
 
the DWLC can and should draw.
 

4.3.1. The attempt to 
establish fodder grass in abandoned chena
areas in the wildlife reserved should be discontinued.
 
4.3.2. 
The DWLC should use methods such a the establishment of a
system of smAll tanks and the use of salt to 
refocus the
centers of activity of wildlife (especially elephants)-using
the reserves. 
This will require some experimentation to
determine what works best and this can be done by the staff
ecologist and th-e 
monitoring teams in each 
reserve.
 

4.4.1. 
 Establish the Wildlife Management Unit to operate within the
agricultural production areas of the AMP area. 
 See 4.1.1
and Annex 9 for details of its composition.
 

4.4.2. 
The job of capturing the number of elephants that will have
to be 
oed from the AMP area is too large for ohe unit and
procedures to allow the private sector to contribute to this
conservation effort should be assessed and implemented if
 
feasible.
 

institution-strengthenin 

5.1.1. 
During the course of 1986, provided Treasury approval can be
obtained, the 5 remaining professional positions called for
in the PP - Legal Officer, Training Officer, Ecologist,
Rural Sociologist, and Park Engineer 
-- should be filled,
and two Ecological Field Assistants should be hired for each
reserve. 
 In the second half of 1986, the newly-hired
professional staff should be sent on a five-week training

course organized by the USNPS.
 

5.3.1. 
DWLC, in collaboration with USNPS, should design appropriate
specialized training courses for the four Assistant
Directors involved in the NEP and implement the training

during the course of 1986.
 

5.5.1., USAXD and the GSL should enhance the personnel development
element of the project' including implementing in 
1916 the
Wildlife Training Center called for in the PP. 
 A full-time
Training Officer (separate from the Education Officer)
should be appointed to coordinate all in-service training,
develop a long-term DWLC Training Plan, and assist with
 
USNPS workshops. 



Local Participation
 

6.1.1. 
 The DWLC should ensure that local people are hired as casuallaborers and permit them to work for periods longer than thecurrent limit of three months, and give them prospects ofbeing favorably considered for permanent staff when

positions become avialable.
 

6.1.2. 
With the hiring of the Rural Sociologist (see 5.1.1), DWLC
should modify its policies dealing with local people andorient its staff towards facilitating a positive socialenvironment. The Rural Sociologist should work to encourage
the formation of local voluntary groups for environmental
protection to ensure greater understanding, effective
communication, and local participation in park development
 
activ ities.
 

6.1.3. 
DWLC should enlure greater supervision of PVO contractors so
that under-reporting of attendance, underpayment, etc. can
be kept under check, and encourage the contracting agencies
to play a useful role in making people aware that national
 
parks are useful to society.
 

6.2.1. DWLC, through its Rural Sociologist, should conductappropriate training and orientation for its MEP staff on
working with people in and around the parkspeople are seen as beneficiaries and 
so that the 

not primarily asproblems. The sociologist should ensure that DWLCcooperatas with otheL agencies on behalf of ANP people. 

6.3.1. For all future management plans, local government officia's
and citizens groups should pacticipate in the planning
 
process.
 

o.4.1. The DWLC should evolve its own public awareness program,using the Assistant Director for Education and the RuralSociologist to enlist local participation in the design of
messages. Different'target groups should be identified,
with different messages developed to eachreach audience.Public media should be involved as much as possible, andresource persons should be drawn from teaching institutions,research institutes, and other institutions (both formal andinfoimal) concerned with environment and rural development. 

Project Administration andManagement 

7.1.2. The Secretary, Ninistry of State should appoint a full-timeProject Director to have full administrative authority overall aspects of the project and exercise control over theexisting HIP Implementation Unit. The Project Director

would report to the Secretary through the Director DWLC.
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7.1.3. The Ministry Of State should strengthen the NEPImplementation Unit by adding an engineer (possibly seconded
from MASL) fnd a contracting officer.
 

7.1.4. 
 The Secretary, Ministry of State should reactivate and
strengthen the MEP Interagency Steering Comunittee under his
Chairmanship. Membership on the Steering Committee should
include the Director DWLC and the USAID Project Manager.
 
7.3.1. The Ministry of State should support financial management by
centralizing all project accounting wi.chin the MEPImplementation Unit under the direction of the ProjectDirector. 
The full-time accountant in the Unit should have
ready access to all DWLC financial receipts. 
7.5.1. USAID in collaboration with the MEP Implementation Unitshould review the quarterly reporting system and decide on
important indicators of progress 
-- keyed to the 1986
implementation schedule 
 that can be incorportated in 
a
new project monitoring system. 
Information from the
Monitoring system should be systematically reviewed for its
accuracy and utility to project management.
 

r.6. *ACxaOt:o 

6.1. Pre-project Conditions
 

The Accelerated Mahaweu Program (A P) As the bigaest prioritydevelopment activity of the Government
in 1967, will 

of Sri Lanka. When completedthe AMP bring 117,000 hectares of land under permanentirrigation, providing for increased agricultural productionresettlement and theof approximately one-half million people on small farmsin the area. Through the completion ofcatchments 'of the 
four new dams in upperMahavell River, the country's total electricgenerating capacity will be more than doubled. 
The development of
infrastructure and service industries in the AMP region is expectedto create significant new opportunities for off-farm employment,helping to bring a major part of the previously underdevelopeddry-zone into the mainstream of Sri Lanka's economy. 

The invironmental Assessment of the AMP (TARS, 1900) specified the
impacts that vere likely to accompany the development of the waterresources of the Mahaweli Basin. A then majorby TANIS was the inevitable loss 
impacts reported

of natural areas in the basin,including estensive tracts of prime habitat for elephantsWildlife. and otherUnless compensated for in some way, the loss of habitatwas expected to increase damage by displaced wildlife to crops inthe newly settled farmlands. he environmental assessment alsostressed the benefits of existing natural areas 
in protecting
watersheds and stabilizing river banks, which would tohelp control 
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sedimentation rates and lengthen the life of the AMP reservoirs and
dotlastream irrigation works.
 

An Environmental Plan of Action (TANS, 1981) was prepared to guide
the GSL in implementing a number of activities aimed at taking
advantage of the positive impacts of the AMP and mitigating adverse
impacts. 
A priority recommendation was 
that the GSL establish
system of protected areas a
in the basin to provide contiguous habitat
for wildlife that otherwise would be displaced!i and/or eliminated.
It was concluded that wildlife as well as people in the AMP area
would benefit from having the protected areas managed in a manner
that reduces encroachment by wildlife onto agricultural land.
 

6.2. USAID Assistance
 

USAID was 
the first foreign donor 
to provide assistance to the GSL
in addressing the environmental impacts of AMP development. 
USAID
funded the AMP Environmental Assessment as well as 
the Environmental
Plan of Action, which has led to support of environmental mitigation
measures for 
the AMP by other donors such as 
the World Bank
(fuelwood plantations and potable water projects). 
 USAID provided
$400,000 in its Mahaweli Basin I Loan to help develop GSL capacity
to monitor and control the movements of problem elephants in the AMP
area. 
Also, in 1980 USAID approved a five-year Reforestation and
Watershed Management Project, which focuses on improving
institutional capability in the Forest Department to conserve and
stabilize upland watershed areas (including portions of the AMP)
 

Thenahawali Environment Project (MDP) 
was developed and funded by
USAID in 1982 to respond to the GSL's request for long-term
assistance in following the specific recowendations on wildlife
conservation and management contained in the ARP Environental
Assessment and Plan of Action. 
The NIP was designed with technical
assistance from the International Union for Conservation of Nature
and Natural Resources (IUCN); 
a two-stage technical analysis
concluded that the NIP should develop the Institutional capability
of the Department of Wildlife Conservation (DVLC) to plan and manage
a system of HNhaweli protected areas that bring the benefits of
nature conservation to the people of the AMP area.
 

Potential beneficiaries were to include people employed by the DWIJC
for casual 
labor and local staffing, farmers whose crops would be
better protected from damage by elephants and other wildlife,
villagers and townspeople who would find new opportunities in
tourism industries, and the general public who would benefit from
greater access to outdoor recreation and appreciatio of preserving
part of Sri Lanka's natural and cultural heritage.
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6.3. GSL Situation
 

Financial: 
 Changes in Sri Lanka's economic climate during the early
1980's forced the GSL to reduce its budget for capital expenditures

and to impose construction and personnel hiring freezes. 
 These
factors have directly impacted on the ability of the GSL to staff

and implement project activities. Although construction and hiring

restrictions have recently been lifted, the MEP continues to be
affected by long delays in Treasury approval of planned DWLC staff

increases as well as uncertain capacity to absorb the project's
 
recurrent costs.
 

Political: 
 The civil disturbances of mid 1983 to present have had a
major impact on the project. Northern and eastern portions of the

AM4P 
area have become Vulnerable to insurgent activity, affecting the
establishment and development of the MEP protected areas. 
 The far
 
eastern sections of Maduru Oya National Park, the northern reaches

of Flood Plains National Park, and the entire area of the present

Somawathiya Sanctuary (proposed as a 
 national park) are considerid

by DkELC personnel to be insecure. 
Normal patrolling and law

enforcement operations in Somawathiya have become impossible to
maintain and DWLC personnel have opted to remove themselves to
 
villages outside the sanctuary.
 

GSL Development Strateqy: 
 The GSL is in the process of developing a
National Conservation Strategy (NCS) under the coordination of the

Central Environmental Authority. 
A number of development sector
profiles are being prepared by different govenment units and
 
resource persons participating on the NCS Task Force. 
The
culmination of this exercise over the next several months will be a
draft document outlining priority conservation objectives to be

incorporated in the devmlopment planning process. 
 It is anticipated

that this ultimately will be passed by Cabinet and Parliament as 
an
 
expression of GSL development policy.
 

The NPE 
 is Sri Lanka's single most visible development activity that
incorporates conservation goals and objectives as 
envisaged in the
NCS process. 
As such, the qEP may offer valuable insight in

demonstrating the means by which policy recommendations generated by

the NCS can be attained through interagency cooperation.
 

1.3. EVALUATION METHODOLOGY
 

This mid-term evaluation is the first of two scheduled evaluations
for the Nahaweli Environment Project (383-0075). The objective of

the evaluation is to review the progress made toward attaining

planned project inputs, outputs and purpose and to recommend changes

in project implementation if appropriate.
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The.evaluation was conducted by Mike Philley, Natural Resources
Advisor, AID/ANE/PD (Team Leader); Jeff McNeely, Director of Program
and Policy, IUCN (Park Planner); John Seidensticker, Assistant

Curator of Mammals, National Zoological Park, Smithsonian
Institution (Wildlife Biologist); Gamini Wickramasinghe, Research
and Training Officer, Agrarian Research and Training Institute,
Colombo (Sociologist); Ranjit Wijewansa, Director of Environmental
Management, Central Environmental Authority (GSL Representative);
and Maiwila Dissanayake, Environmental Engineer, USAID Colombo
(Mission Representative). 
 This team worked closely with GSL
officials from the Ministry of State, Department of Wildlife
Conservation, and Mahaweli Authority of Sri Lanka and with the USAID
 
Project Manager, Eric Loken.
 

Team findings are base 
on a review of project documents, interviews
with those directly involved with the project, and field
observations in the Accelerated Mahaweli Program region including
site visits to three national parks -- Wasgomuwa, Maduru Oya, and
Flood Plains. 
The team was accompanied to the field by
Rodney St. John (Program Officer, Project Implementation Unit) and
Malcolm Jansen (Environmental Officer, Mahaweli Economic Agency).
The four DWLC Assistant Directors for the Mahaweli region assisted
the team while in the field.
 

k detailed description of evaluation methodology ii contained inkmex 3 (Evaluation Work Plan and Schedule). 
 Annex 14 includes the
aames and positions of those interviewed. 
The team discussed their
lindings and recomndations with.USAID and GSL officials tsee Annex

I for dates of briefings).
 

he evaluation was conducted from November 18 
to December 6, 1985.
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PART II. 
 PROJECT EVALUATION
 

The reference point for the MEP Mid-term Evaluation is the original
design of the Project Paper (PP) as outlined in the Logical
Framework (Annex 1 to this report). 
 The Scope of Work and the
Evaluation Work Plan and Schedule are presented in Annexes 2 and 3.
 
The following sections of the evaluation: 
 (1) review the current
status of the project in relation to its original design framework
and projected end-of-project conditions; (2) present major findings
and recommendations corresponding to the broad component areas of
 
the project:
 

-
 Mahaweli Parks Systems Establishment and Physical Development
 

-
 Park Planning and Management
 

- Conservation of Wildlife 

- Institution-strengthening
 

Local Participation
 

Project Administration and Management
 

(3) address the issue of internal security and its effort on the
project; and (4) present the overall conclusions and actions
recommended to be taken by USAID and the GSL.
 

II.1. CURRENT STATUS OF THE PROJECT
 

1.1. Project Purpose
 

The purpose of the projpct as stated in the PP is to *ensure the
stability of irrigated agricultural development and human
settlements in the Accelerated Mahaweli Program (AMP) area by
providing alternative protected habitats for displaced wildlife in a
manner that is ecologically sound and socially acceptable.'
Indicators of achievement of project purpose include the following:
 
Crop records collected by M&A show that crop losses caused by
wildlife will be reduced by 70-80 percent of 1982 levels.
 
No loss in water quality can be traced to illegal cutting of
trees or damage to vegetation by subsistence activities within
the four national parks established by the project.
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None of the seven "endangered, and two "threatened' species of
animals become eliminated in the AMP area.
 

Park buffer 
zones are being utilized Productively by AMP
 
settlers.
 

Off-farm employment opportunities will be available for 2000
people by 1987 in maintenance and park related tourism, and for
3000 people during construction of park infrastructure.
 

The Evaluation Team finds the above stated project purpose and
indicators of its achievement to be unrealistic in view of present
administrative, technical and social constraints to project
implementation. Attainment of the stated purpose is 
a far-reaching
proposition which will depend largely on developing GSL
institutional capacity to plan and manage protected areas within an
integrated land-use system in the AMP area.
 

The building of such institutional capacity will require full
cooperation and close coordination among at least three divisions of
the GSL -- Ministry of State (including the Department of Wildlife
Conservation), Nahaweli Authority of Sri Lanka (includiAg the
Nahaweli Economic Agea.cy and Mahaweli Economic and Construction
Agency), and Ministry of Lands and Land Development (including the
Forest Department). Implementing agencies also require access td
expertise and human resources found among Sri Lankan university
faculty and non-governmntal organizations.
 

The present constraints to project implementation arise largely from
poorly defined administrative and managment arrangements among
implementing institutions as well as 
 insufficient prbject inputs to
the strengthening of the Department of Wildlife Conservation (DWLC).
 
Evaluation findings, which are detailed in the sections that follow,
indicate that the project purpose should be revised to place greater
emphasis on developing a strong intnragency mechanism to support the
efforts of the DWLC to plan and manage protected areas within the
AMP land use system. 
Project resources need to be redirected to
this end and the present end-of-project status (SOPS) conditions
viewed as goal-level indicators to be achieved over a timeframe
extending beyond the planned project life. 
The lOPS shodld bo
revised to streus the following:
 

-Nhaweli 
 protected areas are managed by DWLC as an operational
component of a total AMP systems plan for land-use.
 

Park buffer zones are established and managed by appropriate GIL
land resource agencies (Forest Department, Agriculture, MASL) in
ancociation with DWLC to control 
incursions by elephants and
other wildlife while allowing productive utilization by AMP
 
people.
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,DWL,
policies are redirected to promote employment. of AMP people
in park-related construction, maintenance, staffing and tourism.
 

DWLC has a permanent cadre of trained staff in the areas of park
planning, resource management, conservation education, rural
sociology, and in-service training.
 

DWLC has established a permanent wildlife conservation unit in
AMP area that is able to monitor and control encroachment of
elephants and other potentially destructive wildlife onto
 
agricultural 
lahd.
 

1.2. Outputs
 

The type and magnitude of outputs outlined in the PP should
contribute directly to attainment of the revised project purpose.
Achievement of outputs will be greatly enhanced'by a concerted 
-effort to improve overall project administration and maiagement and
reinforce existing cooperation between Ministry of State/DWLC and
MASL. 
To date, the following outputs have been achieved:
 

PlannedLOP 
 To Date
 
(Quantity)
 

National ParkEstablishment 
 4 
 3
 

Park infrastructure
 
- Boundaries (miles) 
 S00 

- Signboards (boundary markers) 

421 
380 


-
 Buffer Zones (acres) 
15
 

700 

-- Roads (miles) 67 

245 

-- Buildings (square feet) 

0 
90,000 


-- Other (Bridge) 0
 
1 
 0
 

Park Planning andManagement
 
-- Systems Plan 

0
- Park management Plans 4 
1 

1
 

DWLC Personnel
 
-- Special MEP Staff 9 
 4
 -- Other Personnel 216 
 75
 

TrainedDVLCStaff
 
-
 U.S. and Third Country 
 10 

- In-country Training 1
 

120 
 15
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l.3~ Inputs
 
Of the $5 million obligated, cuMMulative project commitments to date
 
total $1,588,000; 
these funds have been allocated as follows:
 

Planned LOP 
 To Date
 

Buildings/Roads/Bridge 
 2294 
 0
Park Development 
 394 
 173
Commodities 
 901 
 216
Technical Assistance 
 577 
 515
Training 
 294 
 144
Recurrent Costs 
 540 
 540
 
5000 
 1588
 

Of the #1,588,000 committed, culmulative accrued expenditures to
date total $861,000 or approximately 17 percent of life-of-project
funding. Actual disbursements of AID funds total $316,000 or
approximately 6 percent 
if total project funding. The unexpended
balance of $4,139,000 (83 percent of project total) reflects the
slow pace of project implementation to date as well as the large
portion of the project budget ($2,294,000 or 46 percent) allocated
to park physical infrastructure (buildings, roads, bridge) which.has
yet to be comitted in the form of construction.contracts.
 

Planned GSL inputs (rupee costs of local construction, improvement
of existing roads and buildings, supplementary technicaj assistance
and training, maintenance and local salaries) total Re. 36,100,000
(approximately us 
$1,336,000) 
over the life-of-project. 
To date,
approximately Re. 16,000,000 of these funds have been committed, or
44 percent of the total.
 

A detailed breakdown of the project's financial status, including
actual expenditures against both lollar and rupee disbursements, is

outlined in Annex 5.
 

11.2. FINDINGS AND RECOMMENDATIONS ONMAAWELI PARKS SYSTEM
 
ESTABLISHMENT AND PHYSICAL DEVELOPMENT
 

2.1. Istablishing the National Parks
 

Reasonable progress has been experienced toward providing legal
status for the individual areas comprising the protected area system

(summarized below):
 

Name of Reserve 
 size 
 Date of Declaration 

Maduru Oya 
 52,000 ha 
 9 November 1983
 
Waggomuwa 
 450000 ha 
 7 August 1984
flood Plains 
 150000 ha 
 7 August 1984
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Somavathtya exists asa

€ovecing 52,000 

Sanctuary (declared on 9 September 1966)
hectares, but has not been elevated to national park
status. 
All work on Somawathiya has been halted because of thesecurity situation.
 

Baed on.th 
field investigations of the Evaluation Team, it appears
that at least Flood Plains should not be considered a National Park,
but would be more appropriate for a designation requiring a lesser
degree of protection (e.g., Sanctuary or Natural Reserve).
 

Recommendations
 

2.1.1. 
The final determination by DWLC of the appropriate
designation of Protected area category for each area
should await 
the preparation of the systems plan (see
3.1).
 

2.2. Buffer Zines
 
suffer zones ace not an extension of the wildlife reserve system but
land-us, tools that protect theproduction areas resrve. and the agriculturalby reducint the suitability ofwildlife habitat and the bufferincreasing zone asits utility as a fully regulatedmultiple-use 
zone.
 

Buffer zones are of two general types, each appropriate for specific
management applications: 
 (1) to serve as a barrier to wildlife
which would otherwise damage crops (i.e., 
to buffer agricultural
land from the effects of wildlife); and (2) to serve
boundary between natural areas and to soften the
the surrounding lands, thereby
providing additional habitat to wildlife (i.e.,
wildlife from the to buffer the
effects of agricultural land).
 
As currently conceptualized in DWLC, only the second sort of buffer
zone is possible, serving essentially as an extension of the
protected areas 
into the surrounding landa.
objective of the mEP 
 But to meet a primary
-- reducing crop damage from wildlife
first sort of buffer -- the
 
discourage or block the movements of wildlife from wildlife reserves
 to agricultu.al production areas. 

should be up to a 

Where possible, such buffer zones
mile wide. 


zone needs to be created, functioning to
 

It may be that buffer zones can be
established in only relatively few areas, since many of the
protected Area boundaries are natural or 
otherwise inappropriate for
the estab1tshmnt of buffer 
zones.
 

There has been little progress to date in the establishment of
buffer 
zones.
 

http:agricultu.al
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Recommendations
 

2.2.1. 
Areas appropriate for each sort of bLffer zone should be
identified by the systems plan (see 3.1), which would also
contain recommendations on appropriate administrative
 
structures for each buffer 
zone.
 

2.2.2. 
 A workshop dealing specifically with buffer 
zones should

be designed and implemented in mid-1986, and should
involve Ministry of Agriculture, Ministry of Mahaweli,
Forest Department, universities, and other relevant
institutions. The workshop would produce specific
recommendations on buffer zone policies and means of

control.
 

2.3. Development of Physical Infrastructure
 

To the best of the Evaluation Team's knowledge, there has been as
yet no expenditure of USAID funds on physical infrastructure, but
there has been some investment of GSL funds in rehabilitating
housing within Maduru Oya, including six units of housing for guards
and in rehabilitating other structures in both Maduru Oya and
Wasgomuwa for general purposes. 
One problem noted is that the
rehabilitated housing in Maduru Oya was. Dainted a shocking pink by.

the Contractor.
 

The Maduru Oya Management Plan specifies what'buildings are required
and where they are to be located. 
It is hoped that the proposed
construction of physical infrastructure will follow the Management
Plan, but it is difficult to be confident of this since the DWLC
Assistant Director for Nahaweli has not yet seen the plans for the
buildings and is not informed of the tendering process.
 

The bridge into the northern part of Wasgomuwa was a matter of
considerable discussion. 
Two previous bridges at the planned
location had washed out. 
In any case, it seems premature to proceed
with plans for the bridge until the systems plan can recommend
management objectives for Wasgomuwa and the managaement plan for the
area can specify whether such a bridge is required.
 

The construction of physical infrastructure has been delayed due to
changes in project leadership (3 Assistant Secretaries of the
Ministry of State have served as Project Coordinator, and the
Director DWLC changed during the second year of the project),
changes in building designs, delays in receiving approval from
USAID, and inefficiency in the tendering process. 
However, these
delays have proven to be fortuitous, since the management plans upon
which they were to be based have not yet been prepared or approved.
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It .$s also apparent that DWLC has little experience in the major
construction activities entailed in the MEP; 
construction in other
national parks has typically been relatively minor and carried out
by resident carpenters and masons, or contracted out to local
people. 
 As part of the AMP, the construction activities involved in
the MEP are several orders of magnitude beyond the capacity of DWLC,
nor is it advisable for DWLC to develop the capacity to handle what
is only a temporary demand for expertise. As stated in the PP, the
Mahaweli Economic and Construction Agency (MECA) should provide the
required design and supervision for construction; prepare the
detailed construction plans, technical specifications, and contract
documents; and assist DWLC in evaluating and awarding construction
 
contracts.
 

It is expected that construction for each park will be separately
contracted, and that local contractors will be used to the maximum
feasible extent. 
The project objective of using local people for
construction should be borne in mind.
 

Annex 6 includes a detailed report on the current status of
infrastructure development.
 

Recommendations
 

2.3.1. 
ALL CONSTRUCTION OF PHYSICAL INFRASTRUCTURE SHOULD BE
HANDLED AS A PACKAGE BY MASL, BECAUSE OF ITS PROVEN
EXPERTISE IN THIS FIELD; THE SCALE OF CONSTRUCTION
ACTIVITIES APPEARS FAR BEYOND THE SCOPE OF DWLC AT PRESENT
AND THERE IS LITTLE JUSTIFICATION TO BUILD UP THE
NECESSARY CAPACITY FOR WHAT IS ONLY A TRANSITORY
REQUIREMENT. 
MAJOR PROGRESS IN CONSTRUCTION SHOULD BE
EXPECTED BY NO LATER THAN MID-1986, WITH COMPLETION BY

MID-1988.
 

2.3.2. 
 DWLC should ensure that MECA and all contractors adhere to
aesthetic specifications designated by DWLC, using colors
and styles which are appropriate to the particular

situation.
 

2.3.3. 
 MECA should ensure that physical structures are designed
and located according to a management plan prepared by
DWLC which specifies the exact purpose of each building or

road.
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11.3 
 PARK PLANNING AND MANAGEMENT
 

3.1. The Systems Plan
 

A systems plan for the entire Mahaweli Basin is called for in the
PP. 
Systems plans are designed to place protected areas in the
context of regional development, defining protected areas 
in terms
of land uses 
in the surrounding areas. 
 No progress has been made
toward the preparation of the systems plan, though one management
plan which was supposed to have followed from the systems plan has
been drafted.
 

It appears that the systems plan has slipped due to a lack of
appreciation by the individuals involved of the importance of such
an overall guiding document. 
 It is a new concept, which involves
rather a different way of looking at protected areas 
-- as part of
the Mahaweli development effort, they need to be managed for rather
different purposes than the other Sri Lankan national parks. 
 It is
the opinion of the Evaluation Team that a systems plan is essential
to the success of the MEP. 
 The Mahaweli Protected Area Systems Plan
would evaluate existing and proposed protected areas and assess
their overall suitability for inclusion in the different categories
of protected areas. 
On the basis of this appraisal, proposals can
be made as to which areas should be developed as protected areas and
in what priority. Broad objectives would be assigned to each of'the
protected areas, providing the basis for subsequent area-specific
 
management plans.
 

The Nahaweli Protected Area Systems Plan would identify where
elephant problems are likely to occur, locate appropriate
boundaries, and suggest where buffer zones can be established and
what activities would be appropriate for each buffer zone. 
The
systems plan would contribute to the overall land-use plan for the
 
Mahaweli Basin.
 

The systems plan should be a multi-disciplinary effort, involving
DWLC staff, technical experts from various parts of the Mahaweli
Ministry, Ministry of Agriculture, Forpst Department, Fisheries
Department, and Colombo and Peradeniy. universities. 
Technical
assistanc- is required to provide overall guidance and coordination,
and to ensure that the right questions are being asked of the
expertise available in-country.
 

Recommendations
 

3.1.1. 
THE SYSTEMS PLAN SHOULD BE PREPARED AS SOON AS POSSIBLE,
USING OUTSIDE TECHNICAL ASSISTANCE ASSIGNED TO THE MEP
UNDER A MODIFICATION TO THE PASA WITH USNPS. 
THIS PLAN,
ONCE APPROVED BY THE DIRECTOR OF DWLC AND OTHER INTERESTED
PARTIES, SHOULD BE THE GUIDING DOCUMENT TO DETERMINE
 



-- 22--


STATUS AND OBJECTIVES FOR THE VARIOUS PROTECTED AREAS,
LOCATE REGIONAL HEADQUARTERS, DEFINE LOCATIONS AND
APPROPRIATE ACTIVITIES FOR BUFFER ZONES (See 2.2.1),
ADVISE ON LOCATIONS OF ELECTRIC FENCES TO CONTROL ELEPHANT
MOVEMENTS (see 4.1.2), AND ADVISE ON THE USE OF ELEPHANT
BARRIERS (see 4.1.3). 
 THE TARGET DATE FOR COMPLETION OF
THE SYSTEMS PLAN SHOULD BE JUNE 1986.
 

3.1.2. 
 USAID and GSL, in collaboration wich USNPS, should
identify and recruit a protected area systems planner for
a period of four months to coordinate preparation of the
Systems plan (see Annex 13 for terms of reference for the
 
Systems Planner).
 

3.1.3. 
 At the end of the third month of the assignment of the
Systems Planner, DWLC should convene a workshop to review
the draft systems plan. 
This workshop should include all
institutions involved in the preparation of the plan,
including the Ministry of State and the Mahaweli
Ministry. 
The output from the workshop will be an agreed
protectei area systems plan for the Mahaweli basin.
 
3.1.4. 
DWLC should postpone the preparation of further
area-specific management plans until after the systems


plan is completed.
 

3.2. Management Planning
 

The PP calls for the preparation of a detailed management plan for
each of the four protected areas to be established under the
project. These management plans were to have been based on the
systems plan. 
To date one draft management plan has been prepared,
for Maduru Oya National Park. It was prepared by a plarning team
which included three DWLC Assistant Directors linked to the NEP,
three Wildlife Rangers, and one Landscape Architect from the USNPS
 

The Evaluation Team reviewed this draft management plan as part of
its scope of work. We found it 
to be a useful document with many
important elements, particularly in the detailed management
recommendations, 
We also had a few concerns about the management
plan, which are contained in Annex 8. in general, it
was apparent
that the management plan needed review by available in-country
experts and by interested government agencies.
 

Recommendations
 

3.2.1. 
 DWLC should postpone the USNPS planning workshop scheduled
for January 1986 until the systems plan is in place. 
The
draft Maduru Oya Management Plan should be reviewed in
 
relation to the systems plan once it is developed.
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3.2.2. 
DWLC should ensure that future management plans include

contributions from all interested parties, including
government agencies, academic institutions, local people,

and PVOs.
 

3.2.3. 	 The management plans prepared by DWLC for each wildlife
 reserve should include procedures for actively managing
essential habitats of endangered and threatened species

(see section 4.2).
 

11.4 
 FINDINGS AND RECOMMENDATIONS ON CONSERVATION OF WILDLIFE
 

The End of Project Status (EOPS) for wildlife include reducing crop
losses caused by wildlife, maintaining viable populations of
endangered and threatened species that occur in the Ap area, and
establishing wildlife reserves buffered through land-use zones and
other techniques that are acceptable to local people.
 

4.1 Crop Losses Caused By Wildlife
 

A major 	tOPS from the NIP is that crop losses caused by wildlife bereduced 	by 70-80t of the 1982 crop loss levels. 
An important
historical note is 
that in 	the first years of the nearby Gal Oya"
development, paddy'loss to wildlife (elephants, birds, wild swine,
and others) were estimated to have been as high as 800 (R. L.
Brahier: Food For the People, Lake abuse Investment, 1954).
 

In interviews with DVLC field staff and with the NRA Environmental
Officer, the Evaluation Team found that no baseline data for such an
assessment had been collected; crop losses for 1982 were not
determined. 
During the September 1985 workshop on Resource
Assessment (for monitoring wildlife populations) conducted by
Dr. R. Rudran, a crop-loss evaluation form was developed. 
But 1985
crop losses have not been determined, and this form was not yet
being used by the DWLC-MEP personnel. 
The DWLC does receive reports
of crop damage caused by wildlife from diverse sources such as
direct reports from farmers to field staff, through the Government
Agent, and through MASL personnel. However, these isolated reports
are not aumarized into any report firmat that could be used to
prioritize the activities of a Wildlife Nanagement Unit working in

the AMP area to reduce crop losses.
 

The wildlife reserve system that has been established is clearly a
major land-use tool to reduce crop losses caused by elephants. Crop
losses caused by other wildlife, such as wild swine, parakeets,
munias and a few other species, cannot be expected to be reduced as
a direct consequence of the establishment of the wildlife reserve
system. 
An estimate of losses that are to be expected from these
wildlife species is available from Kantalai where systematic study
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of.0ugar cane damage showed an annual 10s of 20 Percent due to Wild
svine activity (TANS: AMP Environmental Assessment, 1980, 
 o-23).
Much Of the AMP area, *specially during the first years of
development, is very good habitat for Wild swine and similar high
rates of loss can be expected.
 

Reduction in crop losses by wildlife by 80 percent of the 1982
levels is 
an unrealistic ZOPS for the MEP project.
established wildlife reserve system, buffer zone system (see 2.4),
 
The newly
 

and wildlife habitat management program within these special
land-use areas will accommodate some wildlife species that woL~ld
 
have caused considerable damage to crops. 
 To obtain the full
potential of the MEP to control crop damage the DWLC will have to
 
establish a Wildlife Management Unit, an active wildlife control and
management program that-operates within the AMP area.
 

Recommendations
 

4.1.1. 
 THE DWLC SHOULD ESTABLISH A WILDLIFE MANAGEMENT UNIT WITH
ITS PRIMARY AREA O OPERATION IN AGRICULTURAL PRODUCTIONAREAS OUTSIDE THE ESTABLISHED WILDLIFE RESERVE SYSTEM.THE SUGGESTED COMPOSITION OF THE UNIT AND AREASRESPONSIBLM OfARE OUTLIND IN ANNEX 9. 
4.1.2. 
The DWLC and MASL should send key personnel to examine *the
most recent advances in the construction of electric
fences that will control the movements of wildlife,
including elephants. 
Both India and Malaysia have
advanced the technology so that electric fencing has
become an effective barrier to elephant movements.
 
4.1.3. 
The DVLC should continue to experiment in the development
of elephant barriers as they have been doing.
should be constructed of materials such as 

These
 
stone, brick or
cement, and should not harm the animals.
 

4.1.4. 
The DWLC should contract appropriate expertise to survey
existing Sri Lankan national parks to determine where
boundaries 
are effective in reducing movements of the
animals out of the 

production areas. 

reserve and into agricultural

The ways and means found to establish
effective boundaries should be duplicated to the extent
possible in the AMP area. 
 (A scope of work is outlined in
Annex 10.)
 

4.2 .Caring
Capacity for Threatened ndE ndangered Species
e 

in
Reserves
 

In the late 1960's, the Smithsonian Institution conducted surveys in

selected national parks for the DWLC under an agreement with the
0SL. 
In an interview, the Director of DWLC said that these 1960's
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surv.SYP were useful only as background in assisting the DWLC to
establish the carrying capacity Of selected species in the newly
established wildlite reserves in and around the AMP area. 
The
Director said that the DWLC has not established the carrying
capacity-estimates in the newly-established reserves for any

wildlife species.
 

The training workshop to provide the specialized training that is
basic in the estiration of carrying capacity levels was conducted by
Dr. R. Rudan only in September 1985. Therefore, DWLC field staff
have not yet initiated the systematic surveys needed to make.
carrying capacity evaluations for the newly established wildlife
reserves. 
While there is much expertise within the university
system of Sri Lanka to assist in estimating carrying capacities,

this has not been mobil-zed or encouraged.
 

Estimates of carrying capacity for elephants is of immediate
 concern, because an excess number of elephants will damage the
habitat an 
 reduce carrying capacity for themselves as well as other
species. 
In the longer view, it is important that carrying
capacities of reserves and rates of dispersal and movements between
protected areas be established through careful research*and
monitoring. This information is needed to assess the long-term
survival prospects of endangered species in 
areas where wildlife
populations are 
isolated by agricultural development in surrounding
lands. it will 
be necessary to make assessments to establish if the
effective population size of isolated populations are sufficient to
overcome the deleterious consequences of inbreeding depression or 
if
active management actions will be necessary to compensate for the
small size and insular nature of the protected area complex.
 

There is much expertise within the university system of Sri Lanka
that could 
assist the DWLC in investigating these essential
parameters for the conservation of wildlife in protected areas. 
 The
DWLC has not developed the intensiveecological research capabiliLY
required to make these assessments, although the university system
has this already in place. 
The DWLC should take advantage of this
 
opportunity.
 

A major constraint to estimating numbers of elephants in and around
the Nahaweli parks is the recent restriction of DWLC operations
because of the security risks in the northern most areas. 
 Using
estimates provided by Dr. N. Ishwaran of Peradeniya University, the
number of elephants that at times move within the security risk area
may include 30-60 percent of 
an estimated total population of about
1000 animals in the AMP area. 
The DVLC i currently unable to
protect the habitat of the estuarine crocodile due to the security

risk in the Somawathiya area.
 

The status of threatened and endangered species in the REP area is

outlined in Annex 11.
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11coimendations
 

4.2.1. 
 The DWLC should initiate the monitoring program for
threatened and endangered species and their habitats that
is called for in the PP. 
 Each national park should have a
staff ecologist and two ecological field assistants (one

more than originally called for in the PP). 
 Each
monitoring team should have its own transport, and employ

local people to assist in their activities. People who
have lived in the areas for many years can provide useful
 
insights into the distribution and life history processes
 
of the animals they know.
 

4.2.2. 
 The DWLC should encourage and sponsor university research

in wildlife reserves, especially to study the life history
processes of threatened and endangered species and to

assist in establishing carrying capacities and critical

habitats. 
The Sri Lankan universities have much expertise

upon which the DWLC can and should draw.
 

Progress in Habitat Enrichment and Reforestation in the
 
Wildlife Reserves
 

The REP field staff, the NEA Environmental Officer, the contractor
doing the habitat enrichment work, and the elephant management
expert contracted by KUSL (Dr. G. r. 
 3. Childr An evaluation of
elephant problems associated with the Accelerated Mahaweli
Development Program in Sri Lanka, Karch 1985) all agree that present
efforts to enrich wildlife habitat have, at best, not met
expectations. 
The opinion often expressed is that this element in

the NEP has been a failure.
 

Habitat enrichment efforts have centered on the planting of fodder
grasses in abandoned chena and other open areas. 
This was done
under contract with Nation Builders, 
a Sri Lankan non-profit
organization that uses volunteers and local minimum-wage laborers
for the plantings under the direction of a DWLC staff supervisor.
 

One example shows the scope and structure of the problems so far
encountered: 
 In the southern end of the Wasgomuwa National Park a
50 acre area of fodder grass was planted in an open area of former
chena now vegetated mostly with Imperata grass. 
 Numerous buffalo
and cattle graze in this 
area and have done so for many years.
DWLC field personnel are fully aware that to exclude the livestock
without providing an alternative for this primary agricultural

resource would not be economically or 
socially acceptable to the
people living around the reserves. 
The DWLC has refrained from
moving this livestock out of the Park until other arrangements can
be made for grazing. 
 In the meantime, the livestock destroyed the
 
newly planted grass.
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Other 
measures to stabilize habitat conditions and to encourage a
redistribution of wildlife movements and centers of activity have
not yet been tried. 
 An *xperimental approach to the establishment
of salt licks and new small tanks that encourage wildlife, such as
elephants, to refocus their centers of activity are recommended as
examples of other wildlife habitat management options DWLC should
 
try.
 

It should be noted that DWLC has successfully used a range of
habitat management techniques to influence the distribution of
wildlife in the longer established national parks such 
as Wilpattu
and Yala. 
The maintenance of temporary water sources and villus
that provide year-long water are key management steps in the success
of these dry zone wildlife reserves.
 

The contract work by Nations Builders to reforest areas with native
trees has been successful. 
A total of 317 acres have now been
planted. 
The major problem encountered has been with the tendering
process. 
Nation Builders has established a million seedlings for
use in this project with the reasonable expectation they would
continue to do the reforestation work. 
Because of the delay in the
administrative process they will not be able to plant this wet
season and the reforestation program will 
5e delayed by a year.
 

Recommendations
 

4.3.1. 
The attempt to establish fodder grass in abandoned chena
 
areas in the wildlife reserves should be discontinued.
 

4.3.2. 
 The DWLC should use methods such as the establishment of a
system of small tanks and the use of salt to refocus the
centers of activity of wildlife (especially elephants)
using the reserves. 
This will require some
experimentation to determine what works best and this can
be done by the staff ecologist and the monitoring teams 
in

each reserve.
 

4.4 Procedures for Handling PocketedElephants
 

The effective management and the training of elephants is 
a
technology that was developed and used in Sri Lanka for several
thousand years. 
The procedures and options for the management,
cipture, and control of wild elephants are outlined in detail in the
Fauna and Flora Protection Ordinance.

continued public debate. 

This is the subject of
The TANS environmental assessment for the
RIP area identified the future effective management of the captive
and wild populations as a condition for the long-term survival of
this endangered species in Sri Lanka. 
The Policy Workshop for
wildlife reserves held as an essential part of the TA component of
the MIP includes policy guidelines for the management of elephants.
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Intstviews in the MEP area with the DWLC field staff indicated that
elephant management efforts have mostly been at the level of guards
responding to farmer's calls for help and going to those areas 
to
help drive elephants back into the 
reserves. 
The elephants have
been returning almost immediately to feed on crops. 
The Director
DWLC and the senior MEP staff agree that a strong elephant control
and management capability is needed to deal with just the problem in
the AMP area. The present administrative organization is that the
DWLC Assistant Director for Administration of the MEP also serves as
the Acting Assistant Director in charge of the exisiting Elephant
Control Unit. 
 So far in i985, 20 percent of his time has been
devoted to the mangement of pocketed elephant herds outside the MEP
area. 
He has not been involved in the mangement of pocketed herds
within the MEP area which is his assigned area of responsibility.
 

The Fauna and Flora Protection Ordinance provides the Director DWLC
with the authority to issue permits to capture elephants that cause
damage to houses, crops, and other property outside nature reserves
(section 13). 
 Thus, the private sector could be mobilized to assist
in the conservation of elephants (see Annex 9 for comments on
elephant capture using traditional methods). 
Given the magnitude of
the problem and the time-frame in which reasonable action on the
part of the r'1LC can be expected by the farmers in the AMP areas,
the private sector option should be explored to determine if it is
 
feasible.
 

The extent of the pocketed herd problem is increasing and it can be
expected to increase as development of agricultural lands in the AMP
progresses. 
One major pocketed herd in the Gunnors Quoin area
(north of Maduru Oya) included an estimated 120 elephants. 
This
number is equal to or more than the populations found in most
national parks in south and southeast Asia. 
The total number of
elephants 'that will have 
to be moved from the agricultural
production areas is estimated by the Director DWLC to be 350. 
 If
these can successfully be captured and trained, this will increase
the trained elephant population uf Sri Lanka by 50 percent. 
 This is
an enormous problem and all possible resources and methods must be
directed to its solution for the benefit of the conservation of
elephantsand the welfare of farmers alike.
 

Recomnendations
 

4.4.1. 
 Establish the Wildlife Management Unit to operate within
the agricultural production areas of the AMP area. 
See
4.1.1 and Annex 10 for details of composition.
 

4.4.2. 
 The job of capturing the number of elephants that will
have to be moved from the AMP area is too large for one
unit and procedures to allow the private sector to
contribute to this conservation effort should be assessed
 
and implemented if feasible.
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1I.5. INSTITUTION-STRENGTHENING
 

5.1. Current Status of Field Staff in Pro ect Area
 
Hiring of field staff has been somewhat slower than expected, but
not unreasonably so. 
 Some 225 positions were called for in the PP,
of which 81 were to be assigned to Somawathiya. Due to security
problems, only 4 people are assigned to Somawathiya, so remaining
personnel deployment in the PP include 10 at regional headquarters,
83 in Maduru Oya, and 51 
,nWasgomuwa (total: 144). 
 To date, 79
positions have been filled. 
 Therefore, over half the positions
which could be filled have been filled.
 

One reason why the hiring oZ staff has been slow is that the
construction of staff housing has fallen far beyond schedule and
other quarters are not available.
 

&t the professional level, Assistant Directors have been appointed
for Ecology, Park Planning, Mahaweli Administration, and Education.
These individuals have all received overseas training under the
 
project.
 

Professional-level appointments agreed in the PP but still remaining
to be filled include: Training Officer 
(whose duties have been
temporarily assigned to the Education Officer); Rural Sociologist;
Legal Officer; Park Engineer; and a second Ecologist. No Ecological

Field Assistants have been hired to date.
 

Recommendations
 

5.1.1. 
 During the course of 1986, provided Treasury approval
can be obtained, the 5 remaining professional positions
-- Legal Officer, Training Officer, Ecologist, Rural
Sociologist, and Park Engineer 
 should be filled, and
two Ecological Field Assistants should be hired for each
reserve. 
In the second half of 1986, the newly-hired

professional staff should be sent on a five-week
 
training course organized by the USNPS.
 

5.2. Technical Assistance
 

Technical assistance has been designed to enhance the capacity of
DWLC to manage the wildlife and protected area resources for which
it is responsible. 
This includes technical training in the U.S. or
Third Countries, in-country workshops, and continuous advice on
requent. 
The USNPS has been the major source of much technical
assistance, through a PASA with USAID. 
IUCN has also been involved.
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However, the original concept of short-term technical assistance has
not proven successful, due to the lack of continuity and the need

for a permanent presence to provide advice and training to the

newly-hired professional staff, advise the Wildlife Management Unit

(see 4.1), coordinate the preparation of the systems plan (see 3.1),

and help promote the implementation of management plans and
 
recommendations from the workshops.
 

Recommendations
 

5.2.1. 
 USAID AND GSL SHOULD AGREE TO INCREASE THE TECHNICAL
 
ASSISTANCE ELEMENT OF THE PROJECT, INCLUDING CONSIDERATION
 
OF ASSIGNING A LONG-TERM (TWO YEARS) TECHNICAL ADVISOR WHO
 
COULD PROVIDE OVERALL COORDINATION TO TA CONTRIBUTIONS,
 
ADVISE THE NEW DWLC STAFF ON A REGULAR BASIS, ADVISE THE

NEWLY-ESTABLISHED WILDLIFE MANAGEMENT UNIT, PROMOTE
 
FOLLOW-UP OF RECOMMENDATIONS, AND RECOMMEND ON
 
IMPLEMENTATION OF MANAGEMENT PLANS.
 

5.3. Overseas Training
 

A five-week gIntroduction to US National Park ManagementO training

course was held for six key DWLC personnel from 25 May to 29 June
 
1985. Based on 
interviews with four of the individuals involved,

the course was highly successful and gave them information and

perspectives which they heve found extremely useful in their work on

MEP. 
 (See Annex 8 for a summary of this training program.)
 

Specialized training is scheduled to be providedin the future to at
 
least the present four Assistant Directors in the MEP.
 

Recommendations
 

5.3.1. DWLC, in collaborttion with USNPS, should design

appropriate specialized training courses for the four
 
Assistant Directors involved in the MEP and implement the
 
training during the course of 1986.
 

5.4. Workshops
 

One of the primary means of technical assistance has been through

in-country workshops convened by DWLC and involving expertise

provided through USNPS and 
 UCH. Workshops are very useful training

instruments, involving relatively large numbers of people and
 
leading to useful products. Workshops convened under this project
 
have included:
 

-- Policy workshop. February 1985 

-- Resource Assessment workshop. August/September 1985. 



-- 

--

- 31--


Academic Seminar (on the role of protected areas in rural and
national development).. September 1985.
 

-- Management Planning workshop. September/october 1985
 

-- Staff Development an Training workshop. October 1985
 

These workshops have been only partially successful. There have
been serious problems over 
logistics, pa,,ticipation, and technical
support which have jeopardized the ultimate efficacy of these
carefully-planned in-country training programs (see letter to
Secretary, Ministry of State from Actilg Director, USAID dated 21
 
October 1985).
 

There have also been problems in the design of some of the
workshops, notably the Policy Workshop. 
The product from this
workshop, a series of policy recommendations, is not what is
helpful most
to the DWLC at this stage. What is required on policy is a
clear, written statement of the current DWLC policy on various key
issues. 
The workmhop was to have helped outline what are the areas
of policy concern, with the appropriate DWLC personnel stating what
is the poicy on each issue.
 

More serious general problems have been (1) the narrowness of
participation and (2) the lack of follow-up to the workshops. 
 The
workshops have been designed to bring DWLC personnel in contact with
experts from other government departments, academia, and PVOs, 
but
with few exceptions the workshops have involved only DLC staff
this was the case even for the lacademic seminar.* Further, it has
been extremely difficult to obtain reactions from DVLC to the
recommendations emanating from the workshops. 
The results have been
very poorly distributed, with even key individuals from within the
DWLC not being given copies of the reports.
 

It 
was apparent to the Evaluation Team that greatly improved
coordination is required if these in-country workshops are to attain
their objectives. Since the workshops and other forms of training
are designed to enhance the technical and administrative capaity of
the DWLC staff, it is unrealistic to expect that DWLC is already
capable of coordinating workshops which are complex and demanding.
 

Recommendations
 

(see 5.2.1. and 7.2.1., which together will address the problems).
 

5.5. In-CountryTraining
 

The PP called for greatly expanded training, including a Wildlife
Training Center, which has not yet been implemented and is seldom
even mentioned. 
The PP also called for a full-time Training Officer
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at.the Assistant Director level, but this post was.merged with the
Education Officer. 
 In view of the large and increasing demands for
well-trained personnel, the Evaluation Team feels that much more
attention needs to be paid to this subject.
 

This can be accomplished through the appointment of a full-time
Training Officer (separate from the Education Officer) to coordinate
all training activities for the DWLC. This officer would help to
establish the Wildlife Training Center (WTC) for training of basic
and mid-level staff in wildlife ecology, human dimensions of
wildlife management, and other areas of skill necessary for managing
wildlife in and around protected areas. 
The beginning of 
a core
curriculum was developed at the Resource
 

Assessment and Wildlifr Management Workshops conducted in August and
September 1985. Follow-through in developing a long-term DWLC
Training Plan is the next major step.
 

Recommendations
 

5.5.1. 
 USAID and the GSL should enhance the personnel development
element of the project, including implementing in 1986 the
Wildlife Training Center called for in the PP. 
 A
full-time Training Officer (separate from the Education
Officer) should be appointed to coordinate all in-servfce
training, develop a long-term DWLC Training Plan, and
assist with USNPS workshops.
 

1i.6. FINDINGS AND RECOMMENDATIONS ON LOCAL PARTICIPATION
 

6.1. 
 Involvement in Park Development Activities by Local People
 

Local participation in park development activities has been confined
to minor road construction and maintenace, rehabilitation of
existing buildings, and special efforts in habitat enrichment and
reforestation. 
The latter were undertaken by Nation Builders, an
NGO which conducted this program under contractual agreement with
DWLC. 
Nation Builders has as many as 
3,000 persons continuously
employed on its projects; 2,000 of them are females. 
 It was able to
involve 115 persons of the Veddah community (of which 75 were women)
in habitat enrichment and reforestation activities at Maduru Oya
National Park. 
Work was available for two months.
 

When interviewed by the Evaluation Team, the Veddahs complained
about underpayment by Nation Builders and delays in collecting the
payments due them. 
uWLC officials are generally aware of this
situation, although they have received no direct complaints from the
Veddah community. 
The kind of supportive relationship which would
promote positive interactions with the Veddahs has not yet been
 
established.
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Apptoximately 600 Veddah people (including 450 females) have been
employed by MASL in the area bordering Maduru Oya National Park.
They have served as causual laborers in constructing roads and
terracing the banks around waterways and roads. 
The daily wage rate
per worker was 47.5 rupees for males and 42.5 rupees for females,

including food.
 

The DWLC has been using casual labor for perimeter clearing and
boundary marking, but these workers tend to come from places other
than the AMP region. 
This is due to present DWLC policy which
promotes hiring of applicants who register with the central DWLC
office in Colombo. 
The DWLC also limits the span of work to three
months, which discourages casual laborers from longer-term
employment in the area. 
In general, the limited number of workers
recruited and the high turnover from one job to the next greatly
hinders the effectiveness of DWLC's use of casual labor.
 

Recommendations
 

6.1.1. 
 DWLC should ensure that local people are hired as casual
laborers and permit them to work for periods longer than the
curtent limit of three months, and give them prospects of
being favorably considered for permanent staff when

positions become available.
 

6.1.2. 
With the hiring of the Rural Sociologist (see 5.1.1)., DWLC
should modify its policies dealing witb.local people and
orient its staff towards facilitating a positive social
environment. 
The DWLC Rural Sociologist should work to
encourage the formation of voluntary groups for
environmental protection among local people to encourage
greater understanding, effective communication, and local
participation in park development activities.
 

6.1.3. 
 DWLC should ensure greater apervision of PVO contractors so
that under-reporting of attendance, underpayment, etc. can
be kept under check, and encourage the contracting agencies
to play a useful role in making people aware that national

parks are useful to society.
 

6.2. 
 Use of Park Resources by Local People
 

The Evaluation Team was able to observe at least three productive
uses of park resources by local people: 
 (1) livestock grazing
(cattle and buffalo); (2) brick making and sand collecting
tobacco cultivation. ; and (3)
At certain places gemming is also practiced,
but the incidence is low. 
Poaching and illegal felling of trees
within park boundaries appears to have been reduced from former
levels due to the onset of planned rusettlement and the appearance

of new opportunities for casual labor associated with AMP

development.
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While livestock grazing in and adjacent to wildlife reserves has 
a
 very long history, cultivation of tabacco and brick-making appear to
be of relatively recent origin. 
Many thousands of people subsist on
 
these activities in Flood Plaing National Park. 
Cattle in this area
 
apparently have a very low productivity although the numbers in the
 
herds are large. Tobacco ct.1tivation is done seasonally by

itinerant farmers. 
The brick kilns are financed by a few local
 
entrepreneurs (called 'gentlemen' by the local people they employ).

There are about seven kiln owners operating 20 to 30 kilns each.
 
Generally, two persons work on one kiln and in many 
cases it is
 
either husband and wife or two brothers.
 

Some of the families involved in these activities have received land
under the AMP. Those remaining are willing to move elsewhere if
 
they are provided an alternative form of livelihood. When Flood
 
Plains National Park was declared, these people did not forsee any

barriers to their ongoing activities. They now have been told by

DWLC staff that they must relocate; the DWLC has attempted to evict

several families, but this was halted by local political
 
intervention.
 

Recommendations
 

6.2.1. 
 DWLC, through its Rural Sociologist, should conduct
 
appropriate training and orientation for its MEP staff on
 
working with people around-the parks so that the people
 
are seen as beneficiaries and not primarily as problems.
 
The Sociologist should ensure that DWLC cooperates with
 
other concerned agencies on behalf of AMP people.
 

6.3. Direct Participation in Decision making by Local People
 

The Evaluation Team found that local people were largely unaware of
the concept of the Mahaweli Environment Project. The role ofprotected areas in AMP development has not been introduced by DWLC 
staff through discussion with the local people or their
 
representatives.
 

The newly-arrived settlers in AMP systems B and C are not yet well
organized, as settlements are still at a formative stage. Norms and 
ideologies binding them together to form an identity as one

community are yet to emerge. 
In soe settlements adjacent to the
 
EP area, land preparation and development of agrinultural extension
 

services has lagged and settlers have reverted to chena and other

forms of subsistence activities. However, the people remain part of
 
informal social networks which connect then with the wider societyas well as the park areas. Traditional social and economic patterns
remain and encourage the people to perceive the MEP area in a way
similar to before the national parks were declared.
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Local people first learned about the national park* when the DWLC
began'to mark boundaries and evict people. 
This triggered a wave of
actions against the newly-imposed impediments to their accustomed
activities and created suspicious or hostile attitudes toward the
DWLC. 
 The GSL, which formerly recognized the traditional people in
the NEP area as WVanniye AththoO (jungle people) and once
constructed a tarmac road for their settlements, is now seen to be
antagonistic and wanting the people out of the area. 
Many people
have objected to relocating from designated park areas, despite the
fact that they are agriculturalists and were given land elsewhere in
the AMP scheme.
 

While DWLC staff feel that they are performing important function
an
in maintaining security, no 
indication was found of DWLC staff
encouraging local participation in decision-making about the status
of park boundaries and use of park 
resources. 
government officials and private citizens 
The local people -

have not been consulted
by DWLC in the preparation of the draft Maduru Oya Park Management
Plan, although the Plan indicates activities that will directly
affect the people living in surrounding areas. 
As management of
Maduru Oya must take into account the neighboring irrigation systems
and agricultural development areas, it is natural that individuals
concerned would wish to be consulted.
 

Recommendations
 

6.3.1. 
For all future management plans, local government
officials and citizens groups should prticipate in the

planning process.
 

Local Participation in Awareness Programs
 

Nation Builders has carried out a conservation education program on
its own for some time in the MEP area. 
Methods such as processions,
posters, leaflets, and banners are used, typically involving school
children. 
Before the programs are carried out, discussions are held
with Assistant Government Agents, local religious leaders and school
principals. The conservation education programs are conducted with
the approval and encouragement of the DWLC.
 
DWLC cooperation in supporting these activities has lagged in recentmonths due to the demands placed on the DWLC Training and education
officer while participating in U.S.-based training and the November
1905 Staff Development and Training Workshop in Colombo. 
It was
apparent to the zvaluation Team that the conservation education and
training functions for the NIP demand separate full-time staff
specializing in these areas.
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The,MEP is under the Ministry of State, which is responsible for
public media programs. 
However, the contribution of the media to
public awareness of the project and its objectives seems to leave
much to be desired. 
Local people are generally aware of only the
environmental problems associated with their day-to-day existence as
farmers, fishermen and users of forest resources. Their state of
knowledge comes from direct experience. The MEP has not yet
developed public awareness programs designed to widen this knowledge
by instilling a new perception of the value of protected areas in
regional and national development. 
There is an enormous opportunity
for the DWLC, in cooperation with NGOs and university resource
persons, to build such awareness. By doing so, the DWLC can
strengthen its base of operations and acceptance to local people.
 

Recommendations
 

6.4.1. 
The DWLC should evolve its own public awareness program,
using the Assistant Director for Education and the Rural
Sociologist to enlist local participation in the design of
messages. 
Different target groups should be identified,
with different messages developed for each audience.

Public media should be involved as much as possible, and
resource persons should be drawn from teaching
institutions, research institutes, and other institutions
(both formal and informal) concerned with enviropment and

rural development.
 

11.7. FINDINGSANDRECOMMENDATIONSONPROJECTADMINISTRATIONAND

MANAGEMENT
 

7.1. AdministrativeArrangements
 

Shortly before the initial Project Agreement in September 1982, 
a
Cabinet Memorandum was 
issued by the Ministry of State which
established an Oimplementing mechanismO for the project.
consisted of two bodies: This
 
an interagency Steering Committee and an
Implementation Unit located in the Ministry of State.
 

The four-member Steering Committee consisted of the Secretary and
Senior Assistant Secretary, Ministry of State, the Secretary-General
of the Mahaweli Authority of Sri Lanka (MASL) and the Executive
Director, Mahaweli Economic Agency (MCA). 
 Its functions were to
determine project policies and priorities, approve project plans and
programs, coordinate the overall activites of agencies participating
in the project, approve budgets, guide the operations of the
Implementation Unit, monitor and evaluate performance 
and exercise

financial supervision.
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The riplementation Unit was given legal identity as a division of
the Ministry of State and vested with corresponding financial and
administrative authority. 
 It consisted of four members: 
 the

Project Coordinator (a senior official of the Ministry of State :at
lower in rank than Senior Assistant Secretary); the Project Director

(nominated by the Ministry of State in consulatation with the

Ministry of Mahaweli Development); the Technical Director (Director
of DWLC); and MEA Representative (Head of Environmental Division of
 
MEA).
 

Principal functions of the'Implementation Unit were 
to prepare the
project implementation plan together with detailed annual work
 
plans, prepare annual budgets, liaise with other agencies in the
formulation and implementation of annual plans, furnish progress and

financial reports at aj'reed intervals 
to the Steering Committee and

MASL, and maintain financial accounts of the project both for GSL
expenditures (rupees) and USAID expenditures (rupees and U.S.
 
dollars).
 

Institutional functions under the project were defined as 
follows:
 

Ministry of State: 
 overall administrative responsibility for
project operations in consultation with the Steering Committee
 
and, where necessary, with MASL; supervise the project
 
Implementing Unit.
 

DWLC: 
 implement park boundary surveys and demarcation,

establish legal identity of parks, develop park infrastructure
 
and facilities, prei 
re systems plan for Mahaweli protected
 
areas and management plans for individual parks in the system,

develop field research and conservation education programs.
 

MASL:. overall financial control of the project in consultation
 
with the Steering Committee; supervise accounting of all project

disbursements with the assistance of the Implementation Unit,

provide project funds ih GSL annual budget; prepare financial
 
reports to USAID on all expenditures against dollar and rupee

funds, provide required designs and detailed construction plans,

and assist the Steering Committee in evaluating and awarding
 
construction contracts.
 

-MIA: 
 act as an intermediary between MASL and Ministry of State;
provide assistance to the Project Director on environmental
 
aspects of project implementation 
 assist DWLC to prepare a
 
systems plan for Mahaweli parks.
 

The evaluation Team found the GSL interagency administrative
 
arrangements and project implementing mechanism to again be clearly

defined in a series of administrative guidance papers issued early
in 1983 (Project Implementation Plan, Project Accounting Procedures,
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First Annual Work Plan). The arrangements outlined require full
coopefation and coordination among the Ministry of State, DWLC and
 
MASL in implementing the objectives of this complex project.
 

Despite the careful attention initially given by the GSL and USAiD
 
to project administration, early implementation of the project was
 
plagued by delays and set-backs due to several reasons:
 

The full-time Project Director in the Implementation Unit never
 
materialized.
 

--	 The Project Coordinator (Senior Assistant Secretary, Ministrv of 
State) was not in place until June 1983. 

Little attention was given by the GSL and USAID to the need for

adequate support staff in the Implementation Unit. A Program

Officer and a Park Planner (Sri Lankan nationals) were provided

to the Unit as consultants under an IUCN/WWF project, but did
 
not come on board until July-August 1983. The Unit did not have
 
the services of a full-time accountant until late 1985. 
 There
 
have been no qualified technical staff in the areas of
 
engineering and contracting.
 

--	 1.-9 interagency Steering Committee has met infrequently since
 
thL 	project began and not at all in recent months.
 

Additional problems were encountered in 1983-85. because of changes
in both GSL and USAID personnel directly involvea in project
management. In November 1983 the Director DWW,. who had been active
in the initial phases of project design and development, was
 
replaced by a new Director who had not been involved up to that
 
point and therefore had little knowledge of the project. 
In late
1984 the Secretary, Ministry of State, who had been instrumental in

setting up the interagency Steering Committee and the Implementation

Unit, retired from the GSL and was replaced by a new Secretary. In
mid-1985 the Senior Assistant secretary, Ministry of State, who had

served for two years as Project Coordinator, was replaced.
 

In June 1985 the USAID Project Manager, who had helped to design the

project and monitor its progress since the beginning of
 
implementation, left USAID and had to be replaced. 
 His replacement

has rapidly taken control of USAID management of the project, in
 
addition to his responsibilities in managing the $20 
million Water

Supply and Sanitation Sector Project as well as backstopping several 
environmental activities in Sri Lanka supported by AID/V

centrally-funded projects. 
Given this workload and the effort that
will be required to follow-up on recommendations generated by this
 
evaluation, the Project Manager may require extra support in 1986

from additional ission personnel assigned to the project.
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A very recent change in project administration occurred shortly
bef6re the Evaluation Team arrived in Colombo. 
This change involved
full transfer of implementing authority to the Director DWLC,
leaving the role of the MEP Implementation Unit in 
some confusion.
The change was instituted by the Secretary, Ministry of State in
response to a letter from USAID which drew attention to se:ious
failings in GSL coordination and backstopping of recent workshops
under the USNPS Technical Assistance and Training Program (see
5.4). 
 In the wake of this development, the Project Coordinator in
the MEP Implementation Unit has become less involved in the project.
 
These problems and set-backs have contributed over time to a serious
breakdown in central project administration and management. 
 The
Evaluation Team found consensus among all those interviewed that the
project has been limping along with progressively weaker
administrative control since late 1984. 
 Structural defects in the
implementing mechanism such as 
the lack of a full-time Project
Director and insufficient support staff in the Implementation Unit
to help with financial management and contracting procedures require
immediate correction if the MEP is to reverse its present trend
toward administrative collapse. 
The very recent appointment of a
full-time accountant to the Unit is a step in the right 1irection.
 

Recommendations
 

7.1.1. 
 USAID IN CONJUNCTION WITH THE GSL SHOULD UNDERTAKE A
THOROUGH REASSESSMENT OF PROJECT MANAGEMENT NEEDS IN
RELATION TO PRESENT INTERAGENCY ADMINISTRATIVE
ARRANGEMENTS AND THE COMPARATIVE STRENGTHS OF MINISTRY OFSTATE, DWLC, MASL, AND MEA. THIS REASSESSMENT SHOULD BE
BASED ON EVALUATION TEAX FINDINGS AND RECOMMENDATIONS AND
CREATE A DIALOGUE AT THE HIGHEST APPROPRIATE GSL LEVEL TO
SEEK AN IMPROVED PROJECT ADMINISTRATIVE AND IMPLEMENTING
 
MECHANISM.
 

7.1.2. 
 The Secretary, Ministry of State should appoint
full-time Project Director to have full administ:ative
authority over all aspects of the project and exercise
control over 
the existing MEP Implementing Unit. The
Project Director would report to the Secretary through the
 
Director DWLC.
 

7.1.3. 
The Ministry of State should strengthen the MEP
Implementation Unit by adding an engineer (possibly
seconded from MASL) and a contracting officer.
 

7,1.4, 
The Secretary, Ministry of State should reactivate and
strengthen the MEP Interagency Steering Committee under
his Chairmanship. Membership on the Steering Committee
should include the Director DWLC and the USAID Project

Manager.
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7.2. DWC Decision-making
 

The Evaluation Team noted a trend over recent months to consolidate
most decision-making on project matters in Colombo under the
personal direction of the Director DWLC. 
This has happened in spite
of the tremendous demands placed upon the Director to oversee the
administration of the entire system of protected areas in Sri Lanka
in compliance with the provisions of the Fauna and Flora Protection
 
Ordinance.
 

The 182,000 hectares of protected area in the Mahaweli basin is
located in an area of intensive agricultural development, which adds
several orders of complexity to the functions normally carried out
by the DWLC (patrolling, law enforcement and maintenance of

facilities). 
 The Diretor DWLC now has in place four Assistant

Directors for Mahaweli parks in charge of administration, planning,
resource management, and education and training, respectively.

However, the ability of the Assistant Directors and the field staff
under their direction to perform their assigned duties is

jeopardized by highly centralized control in Colombo. The
Evaluation Team was surprised at the the level of personal
involvement by the Director DWLC 
 in even 	the most mundane
 
decison-making matters.
 

In an interview with DWLC field staff in Maduru Oya National Par ,
the Evaluation Team noted a distressing degree of control by Colombo
headquarters over minor financial and operational functions.that

could easily be handled by the local staff if .given the authority to
do so. 
 in an interview with the four Assistant Directors for
Mahaweli, all of them stressed that they needed greater support from
headquarters in recruiting additional field staff and developing
park facilities. 
They felt that this support could best be given by
beginning to decentralize control over routine operations as well 
an
allowing greater autonomy for regional administration of project

implementation and finances.
 

Recommendations
 

7.2.1. 	THE SECRETARY, MINISTRY OF STATE SHOULD ESTABLISH THE POST

OF DWLC DEPUTY DIRECTOR OF MAHAWELI, WITH FULL AND

INDEPENDENT AUTHORITY UNDER THE PROJECT DIRECTOR OF ALL
MEP ACTIVITICS IN THE FIELD (AS PROVIDED FOR UNDER ARTICLE
69 OF THE FAUNA AND FLORA PROTECTION ORDINANCE), WITH
TECHNCIAL ADVICE PROVIDED BY THE MEP TECHNICAL ADVISOR 
(see 5.1.1). 
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7.3. Project Financial Management
 

The efficiency of financial administration and management of
accounts also has slowly eroded in the past two years of project
activity. 
The initial Ministry of State guidance of November 1983
on financial accounting procedures has not been implemented
satisfactorily. 
The reasons 
for this are many and include:
 

weak capacity of the DWLC to maintain separate and proper
accounts showing expenditures accrued against releases of funds
by MASL for specific project activities;
 

inaffective coordination between DWLC and the MEP Implementation
Unit within the Ministry of State in verifying expenditures and
maintaining a financial reporting system for MASL and USAID
 
review.
 

a functional split between the planning and programming arm of
project administration (Ministry of State Implementation Unit)
and the financial management arm (DWLC) which confounds
accounting and leads to uncertainty as to which expenditures
have been accrued against which planned activities.'
 

Recently, the Ministry of State has taken an 
important rtep to
correct these deficiencies by adding a full-tim. professional
accountant to the Implementation Unit. 
However, unless full control
over financial accounting of project funds is delegated to the Unit
there will continue to be problems of coordination with DWLC in
verifying actual expenditures.
 

In an 
interview with the Director-General and other executive staff
of MASL, the Evaluation Team noted a growing impatience with the
Ministry of State/DWLC accounting procedures. MASL indicated that
they are at present more than 11 million rupees Pin the red' on
disbursements made to Ministry of State/DWLC, but not properly
accounted for in order for MASL to be reimbursed by USAID.
 

The financial status of project including atual expenditures
against both dollar and rupee disbursements is included in this
report as Annex 5.
 

Recommendations
 

7.3.1. 
The Ministry of State should support financial management
by centralizing all project accounting within the NEP
Implementation Unit under the direction of the Project
Director. 
The full-time accountant in the Unit should
have ready access to all DWLC financial receipts.
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7.4, 
Tendering and Contracting for Construction
 

The development of park infrastructure (buildings, roads, proposed
bridge) has been delayed because of the reasons outlined in Part
11.2.3. 
 A basic problem to be resolved is the lack of effective
administrative control over and coordination of the tendering
process for construction contracts.
 

Because of specific USAID policies regarding competition for and
award of local procurement contracts, it is essential that explicit
guidelines be established by USAID and the GSL for the MEP
construction element. 
 For example, it is USAID policy that local
contracting sho"Id be directed toward the private sector, which
would preclude the direct role of GSL public works in constructing

park facilities. However, MASL (through MECA) is willing to
coordinate and supervise project-funded construction in
collaboration with the KEP Implementation Unit in the Ministry of
State. 
MASL's proven expertise in this 
area could be tapped to
expedite the tendering and contracting process in accordance with
USAID policy. 
This is the basis for the Evaluation Team's
recommendation (see 2.3.1) 
that implementation of all construction

be transfered to KASL as 
a package.
 

The tendering process for constructing ne' buildings in the parks
has been subject to several changes in design specifications.
Existing building designs approved by DWLC early in the project were
later scrapped in favor of developing new designs. 
This, however,
brought some confusion to the tendering proces 
 in separating out
awards for design and for actual construction. This is only now
being sorted out; 
the process could be made more efficient by
enlisting the expertise of NECA to provide supervision for design,
prepare detailed construction plans and technical specifications,

issue tenders, and assist the DWLC and MEP Implementation Unit in
evaluating and awarding construction contracts.
 

Administrative difficulties-in the tendering process are also
illustrated by the handling of the proposed Amban Ganga bridge
construction. 
Apparently, the Ministry of State Tender Board had
gone so far as to award the contract before learning from USAID that
the tendering process had not been consistent with AID regulations
governing procurement actions (mat USAID letter dated 21 October
1915 to the Secretary, ministry of State). 
 USAID was not able to
approve financing of the award of bridge construction to the firm
recommended by the Tender Board because of:
 

" 	 substantial disparities in cost estimates among the firms

bidding for the worki
 

-- imprecise tdchnical specifications included in the bid submitted

by the firm selected by the Tender Boardo and
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--	 conditions in the award of contract which implied further
negotiation of coats with the selected firm.
 

These problems can be avoided in the future. 
USAID should provide
specific guidelines on its procurement regulations to the GSL; the
MEP implementation unit requires strengthening through the addition
of an engineer and contracting officer; and MASL (through MECA)
should be enlisted to coordinate and supervise all MEP construction
 
activities.
 

The current status of project-funded construction of park
infrastructure is included in this report as Annex 6.
 

Recommendations
 

(see recommendations 2.3.1., 7.1.2., 
and 7.1.3., which together

will address the problems).
 

7.5. 
 GSL and USAIDMonitoring of Progress
 

A review of project files at USAID indicated that a complete set of
quarterly progress reoorts has 	been maintained from the onmet of
project implementation. However, USAID dipends heavily on
information provided by the Ministry of State implementation Unit.to
document project progress and uses of funding.
information is often 	 As noted above, thisincomplete, particularly in terms of financialaccounting. USAID Project Management has maintained a schedule ofperiodic field visits to monitor actual progress and compare thiswith GSL reports. 

The 	recent turnovers in project management staff at both USAID and
the M.P Implementation Unit have frustrated efforts to monitor
project performance during 1985 and have led to a loss of continuity
in addressing the project's major administrative problems.
 

Recommendations
 

7.5.1. 
USAID in collaboration with the MCP Implementation Unit
should review the quarterly reporting system and decide on
important Indicators of progress -. 
keyed to the 1986
implementation schedule 
-- that can be incorporated in a
new 	project monitoring system. information from the
monitoring system should be systematically reviewed for
Its 	accuracy and utility to project management.
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II.8. 
 THE ISSUE OF INTERNAL SECURITY
 

DWLC has been greatly influenced by the internal security problem.
In May 1985, 24 members of the DWLC staff at Wilpattu National Park
were killed by terrorists. According to the Director DWLC, staff
operations in Wilpattu and in Yala Eaat have been greatly reduced
because of security risks. 
 In the AMP area, DWLC staff no longer go
to the Somawathiya Sanctuary and much of the northern most AMP areas
because of ongoing insurgent activities there.
 
It was clear to the Evaluation Team that it will be some time before
DWLC can hope to 
resume normal operations in the northern ane
eastern most AMP areas. 
Allocating MEP inputs to the development of
Somawathiya as a national park would appear, under present

circumstances, to be futile.
 

The security situation does, however, present an opportunity for
redirecting project resources originally allocated for development
of Somawathiya National Park. 
These planned inputs to Somawathiya

include:
 

-- assignment of 81 new DWLC personnel to Somawathiya; 

-- surveying and demarcation of 160 miles of boundary; 

-- erection of 95 signboards; 

-- construction of 14,400 square feet: of new Ouildings; 

-- construction of 120 miles of new and improved roads. 

The Evaluation Team estimates that approximately $550,000 could be
reallocated from Somawathiya development to other uses within the
project. 
This would be more than enough to cover the additional
coats of implementing the major recommendations contained in this
 
evaluation.
 

Recommendations
 

8.1.1. 
 USAID SHOULD REALLOCATE FUNDS PREVIOUSLY ALLOCATED TO
DEVELOPMENT OF SOMAWATHIYA NATIONAL PARK TO COVER THE
COSTS OF THE RECOMMENDATIONS CONTAINED IN THIS EVALUATION.
 



-- 45-

11.9. OVERALL CONCLUSIONS AND LESSONS LEARNED
 

9.1. Lessons Learned
 

The MEP mid-term evaluation has produced findings that lead to
overall conclusions regarding project performance and important
lessons for project management.
 

1) Perception of the Project: 
 The MEP requires a new perception
of protected areas which is different from the traditional Sri
Lankan national parks such as Yala or 
Wilpattu. Its
contribution to conservation and sustainable development will
be most significant if the Mahavieli protected areas are
managed to benefit local people as 
well as wildlife. 
This new
approach to protected areas management requires enhanced
cooperation between DWLC and other concerned GSL agencies,
universities, and private organizations.

is 

Project management
aware of this need, but hasyet to invest the effort
necessary to achieve the objective. 
 Priority attention must
be given now to improving interagency cooperation, beginning
with development of the Mahaweli Systems Plan.
 

Technical Assistance:
2) The NEP is designed to providetechnical assistance to DWLC in order to implement the broader
approach to conservation and development envisaged in the
project as approved by the GSL and USAID. 
The Evaluation earm
has examined progress to date and is convinced that the
technical assistance required will be much more effective itan NP Technical Advisor is provided to the project for aperiod of two years. In retrospect, itis 
likely that the
presenceofsucha lon'g-termadvisorIn the Initialyearsof
theprojctwouldhaveprevented,oratleastlessened,manyof theimplementation problemsdocumentedin thisevaluation.
Technical assistance is one of the AID "pillars*" 
for projects
like the REP which emphasize institution-strangtheningo
long-term TA is often essential to project success,
 

3) 
Construction of Physical Infrastructure: 
 The MEP includes a
subctantial capital development component (46 percent of 
total
project funding goes to park physical infrastructure). Yet,
the implementation of this component has been entrusted to GSL
agencies that have little experience in the field of civil
engineering, contracting, and construction. 
it is not even
advisable for the Ministry of State and DWLC to develop the
capacity to handle what is only a temporary demand for such
elpertise. 
Transferingcoordinationand
sueris 
n fthe
Project'sconstructionactivities to ASL i loical, is
ac'ptleto
MABL andfollowswhat
wasoriginallyplanned in
the PP. 
 The lesson for the GSL and USAID Is that proects
calling for substantial construction of physical facilities
require implementing agencies (host-country government and/or
private contractors) that have proven expertise in the field.
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4) Project Administration: 
 The MEP implementing mechanism has
never functioned properly, so administration of the project
has been a source of major difficulties. 
No clear authority
has been established, no Project Director was appointed, the
relationship between the Project Coordinator and the Director
DWLC was never clarified, only sporadic support was given to
the project from DWLC, and coordination among Ministry of
State, DWLC, MASL, and other involved institutions has been
chronically poor. 
 Key elements to reversing this situation
are clarifying authority and responsibility in Colombo and
decentralizing authority for field-level decisions to field
personnel. The lesson for the GSL and USAID is that extra,
time-consuming effort must be devoted to ensuring effective
administrative arrangements for any project that has
implementing agencies with weak administrative capability.
 

9.2. Recommended Action to be taken by USAID and GSL
 

A number of concrete implementation steps need to be taken by USAID
and the 	GSL in 1986 to reverse the poor performance of the MEP to
date and to ensure improvement over the remaining life-of-project.
The major actions for 1986, based on recommendations contained in
this evaluation, are listed inAnnex 7. These have important, broad
implications for the future of the MEP:
 

Recommendations
 

9*2.2. 	 USAID SHOULD REALLOCATE FUNDS PREVIOUSLY ALLOCATED

DEVELOPMENT OF SOMAWATIYA NATIONAL 

TO
 
PARK TO 	 COVER THECOSTS OF THE RECOMMENDATIONS CONTAINED IN THIS EVALUATION


(also Recommendation 8.1.1)
 

9.2.2. 
USAID SHOULD CONDUCT AN EXTERNAL REVIEW OF THE MEP IN LATE
1986, TO ASSESS STATUS 02 IMPLEMENTATION.
 

9.2.3. 	 PROVIDED THAT APPROPRIATE PROGRESS CAN BE MADE IN
OVERCOMING THE PROBLEMS IDENTIFIED BY THE EVALUATION,
USAID AND THE GSL SHOULD EXTEND THE PROJECT LIFE BY TWO
YEARS, TO THE END OF 1989, IN ORDER TO MAKE UP FOR THE
NUMEROUS CHANGES OF TOP PERSONNEL WHICH HAVE PLAGUED THE
PROJECT, DELAYS INVOLVED IN USAID AND GSL TENDERING
PROCEDURES, AND THE SECURITY SITUATION. 
INDICATORS OF

PROGRESS ARE SPECIFIED IN ANNEX 7.
 

9.2.4. 
 USAID SHOULD PROMOTE THE WIDE DISTRIBUTION OF THE REPORT
 
FROM THE MRP EVALUATION, IN ORDER TO STIMULATE WIDER
PUBLIC INTrREST, DEBATE, AND CONCERN.
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Mahaveli Environment Project
 

Mid-term Evaluation
 

Evaluation Work Plan and Schedule
 

The evaluation scope of work 
is outlined in the PO/T
issued from USAID/Colombo. 
Based 
on this scope of work,
an evaluation work plan and schedule is described in
greater detail in the sections below.
 

A. Work Plan
 

The evaluation team will perform the following tasks
during the three-week period November 18 
through December

6, 1985:
 

Task 1: All 
team members are expected to review and
become familiar with the original project design framework
as described in detail 
in the Project Paper. 
 A thorough
understanding of the original project design will
essential to 
the evaluation process. 
be
 

Task 2: 
 Team members will be assigned specific areas
of responsibility in gathering 
information required for
subsequent analysis and preparation of the evaluation
report. 
ror each category of information, lead
responsibility will be given to
member, with a second teas 
one designated team


member identified to provide
assistance or back-up as 
needed. Information areas and
corresponding team members assigned responsibility are as
follows:
 

a) Mahaweli ParksSystem-Establishment and
Dvo nt. Physical
Legal status of 
new parks as protected
wildlif* habitat; physical demarcation of park boundaries;
establishment of buffer zones; development of physical
infrastructure 
(roads, bridges, buildings).
 

LEAD RESPONSIBILITY: 
 J. MCNEELY

SUPPORT: 
 M. DISSANAYAKE
 

b) 
 ParkPlanning andManaement. 
Establishment of
policy guidelines for development and management of
Nahaweli parks; development of management plan for each
protected area 
in system; establishment of park planning
and management functions within DWLC personnel structure.
 

LEAD RE3PONSIBILITY: 
 J. MCNEELY
 
SUPPORT: 
 M. DISSANAYAKE
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C.) Conservation of Wildlife. 
Crop losses caused by
wildlife encroachment on agricultural land; carrying
capacity of wildlife habitat in protected areas in
relation to populations of threatened and endangered
species (e.g. elephants); establishment of wildlife
research and monitoring system to provide information
needed for management decisions; progress in habitat
enrichment (shelter, forage and improved water sources);
procedures for handling of pocketed elephants
(translocation, capture and domestication, other options).
 

LEAD RESPONSIBILITY: 
J. SEIDENSTICKER
 
SUPPORT: 
 R. WIJEWANSA
 

d) Institution-strengthening. 
Establishment of
planning framework for DWLC institutional development
including development of professional and technical staff
to plan, implement and evaluate an expanded program of
park management activities; recruitment and training of
new personnel selected for key positions within DWLC;
recruitment and training of additional mid-level and entry
level personnel to meet projected DWLC staffing needs;
development of wildlife research and monitoring capability
within DWLC; development of education and training
capability within DWLC; development of public relations,
media and rural extension activities of DWLC.
 
LEAD RESPONSIBILITY: 
 M. PHILLEY

SUPPORT: 
 J. SEIDENSTICKER
 

e) Local Participation.

designated buffer 

Productive utilization of
zone areas 
by local people; provision of
alternative employment opportunities in park-related
construction, maintenance'and tourism for local villagers
and AMP settlers; respect for park boundaries by local
population including attitudes toward illegal cutting,
poaching, etc.; 
participation of 
indigenous NGO's and
private voluntary groups in habitat enrichment,
afforestation and rural extension activities supported by
project; 
use of park 
resources and facilities by public.
 
LEAD RESPONSIBILITY: 
G. WICKRAMASINGHE
 
SUPPORT: 
 J. NCNEELY
 

f) _P_rOcAdministration andManagement.
 

Effectiveness or 
present project administrative
arrangements; 
assessment of project implementation
including financial management, personnel management,
 

ii 
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USAID/Ministry of State/DWLC/MASL relationships and
decision-making procedures incorporating project
monitoring and evaluation of progress.
 

LEAD RESPONSIBILITY: 
 M. PHILLEY
 
SUPPORT: 
 R. WIJEWANSA
 

Task 3: 
 The team will analyze information relevant to
the evaluation scope of work. 
 Specifically, the teati will
address priority questions as well 
as 
related subordinate
questions derived from the scope of work. 
 The questions
to be addressed 
include the following:
 

1) What is 
the extent of visible and measurable
progress and impact to 
date, with principal examples,
meetin ori in
inal out ut obectives 
 ur ose and 
 oal of
the project? Are outputs, purpose and goal consi ore3to
e realistic? 
What 
is the prospect of the project
achieving planned end-of-project status 
(EOPS) conditions
in the timeframe o:iginally envisioned? Should the EOPS
be altered in any way? 
Will the project require an
extension period beyond the original PACD?
 

2) Have USAID and GSL 
inputs (funding andpersonnel
re uirement 
 been avalble as on al lanned and n
 
adjustments 
 n nput evels an up ementaton scheduling
required at this evaluation mid-point to'better assure
achievement of EOPS? 
Can such adjustments be accommodated
by the project's administrative and management structure?
 

3) What 
roblemshavebeen encountered to date in
terms of 
roject adinistrationand management (cite
specific 
 for t reasons? 

to is it possible
improve the project's administrative structure and
management procedires? 
 How can 
this be best accomplished?
 

4) Havepark infrastructure developmentactivities
(roads, bridges, buildings) progresmed as originally

scheduled inthe implementation plan?
schedule realistic/appropriate? Was the original


What problems have been
encountered? 
What can be done to 
improve the process of
local contracting and the quality of construction?
 

5) Doessuccessfulproectimplementation depend 
on
 
the xisenc'eof 
a stemsMahawe19 nato-nal ar s 

planfordvlopmentof the
as well-aspar-kmanagementplOno
sgecfictoeachofthefourprotectedareas? 
Do suchpns now exist or are they

Should and can 

in process of preparation?
the park planning process be expedited as 
a
matter of priority importance to project implementation?
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6)Is the contiguous natura
) .Ial 
 habitt ovded by the
 
Mahaweli par1'ks able to accommodate wildlife (e.g.
elephantIs)displaced by-agricultural development? 


haiat providdbth
 

Are
instances of "pocketed' elephants increasing or
decreasing? 
 Is the rate of damage caused by elephants and
other wildlife to settler households and crops inceasing
or decreasing? 
What options are available and affordable
within project resources to minimize encroachment of
elephants and other wildlife onto agricultural lands?
 

7) Are'development of buffer
zones and habitat
enrichment activities proving to beefetve 
widlife
management tools in view of DWLC experience to daei
Mahaweli area? the
Are present contractual arrangeents (e.g.
with Nation Builders) resulting in significant progress in
buffer zone afforestation and habitat enrichment? 
What
can be done to improve project performance in this area?
 
8) Are 
resent DWLC staff sufficient in terms of
number and expertiseo mana 
 project resources
impl eet planned activities? 

and
 
Is actual new recruitment
of DWLC personnel in pace with original project
projections? 
Are specific areas of in-service technical
skill still required by DWLC?
assigned to 
Are the new recruits
"specialist" positions being given
responsibility and authority commensurate with original
USAID/GSL expectations?
 

9) Have trainin and technical assistance services
providedby 
theU.S. National Park Servicebeen
satisfactory in termsof scope 
tmin2and impactonDWLC
staffdevelopmentand Institutfonaleffectiveness? 
Has
the in-country workshop format for these services been
effective? 
What problems have occurred and how may they
be corrected? 
Are adjustments or modificatlins in the
PASA implementation plan and schedule warranted to better
assure successful results?
 

10) Are local communities and AMP settlers
Particigating in the Dio 
 c I theeconohicall1
beneficialmannerproiectedInth 
ProectPaper?
has been the extent o local employment inpa-
What
 

related
construction and maintenance? 
Are local people able to
utilize designated buffer zone areas for approved
subsistence activities (grazing, fuelwood collection,
thatch, bee-keeping, etc.)? 
Are GSL/DWLC personnel
providing contact with local people to explain the options
available to 
them in utilizing park-related resources 
to
their benefit?
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11) Are local comunties an the general public being
adequaelyeposed to conservation education messages
"uppd ted by the projecte What ha 
 b5een the performance
in this area and can 
it be Improved? 
Are local attitudes
toward illegal cutting and poaching being affected by this
project activity? 
Are other courses of action feabible to
strengthen public awareness 
of the Mahaweli parks and
their value to wildlife conservation as well 
as
environmental soundness of Mahaweli development?
 
12) Specidl Considerations and ous.tions: 
 Other donor
and/or GSL zgencies'-,tions; 
national security situation;
project impact3 on women 
(as sated in the PIO/T
evaluation scope of work, pag; 5).
 

Task 4: 

respect to 

The team will present major findings with
the questions outlined above and substantiate
these findings with empirically verifiable information.
The major findings and their empirical basis shall be
expressed succinctly in accordance with ANE Bureau
procedural guidelines for evaluation reports.
 

Task 5: 
 The team will formulate recomendations
matchingeach of the findings and focusing on project
management needs. 
Feasibility of implementation is 
an
important criterion in developing recommendations.

Recommendations shall be expressed succinctly in
accordance with ANE Bureau procedural guidelines for
evaluation reports.
 

Task 6: 
 The Team Leader will coordinate preparation
of tH"*=rst draft evaluation report. 
Writing assigiuments
will be spread among team members as deemed appropriate.
The initial draft will be reviewed and edited before

submission to USAID.
 

Task 7: 
 Following submission of 
the first draft to
USAID, the evaluation team will conduct a briefing for
USAID staff. 
 A critical review of the evaluation report,
including suggestions for 
further revision and editing, is
expected from the briefing.
 

Task 8: 
 The Team Leader will coordinate the final
reviion 
editing and printing of 
the project evaluation
report. 
 The report shall be submitted to USAID prior 
to
the Team Leader's departure.
 



B. Evaluation Schedule
 

WEEK ONE:
 

November 18 
 10:00 	a.m.--orientation/Briefing
 

at USAID
 

2:00 	P.m.--Appointments with DWLC
 
Director and Mahaweli
 
special staff
 

November 19 
 9:00 a.m.--Ministry of State;
 
Project Implementation
 
Unit


10:30 	a.m.--Mr. Kuruppu (Project
 
Coordinator)
 

2:36 	P.m.--MASL Director General,
 
Secretary General;
 
MEA Managing Director,
 
General Manager,
 
Environmental Officer
 

November 20 
 9:00 a.m.--Team meeting to 
review
 
information; organize

files, prepare for
 
field trip
 

1:00 P.m.-Depart for Kandy
 

4:66 	P.m.--Dr. Ihwaran, Ecologist
 
Peradenlya University
 

8:00 p.m.--Mr. Adikaram, Nation
 

Builders Association
 

--Overnight in Kandy
 
November 21 
 8:00 	a.m.--Nation Builders Center
 

at Kundasala
 

9:30 	a.m.--Depart for Wasgomuwa
 
National Park
 

2:00 p.m.--Field site interviews
 
with Mahaweli Assistant
 
Directors
 

--Overnight (Hasalaka)
 

\JL/
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November 22 


November 23 


November 24 


WEEK TWO:
 

November 25 


November 26 


November 28 


8:11 	a.m.--Depart for Maduru Oya
 
National Park
 

--Interviews with Veddha
 
Community, DWLC field
 
staff
 

p.m.--Continue through park;
 
site observations
 
Overnight 	(Pimbuwerta)
 

8:00 a.m.--Depart for Flood Plaina
 
National Park; site
 
observation, interviews
 
with local people
 

p.m.--Visit proposed
 
bridge site at Amban
 
Ganga; extension to
 
Wasgomuwa N.P.
 

eve.--Overnight (Giritale)
 
a.m.-Visit Sigiziya village
 

to see "elephant

barrier" built by local
 
people
 

--Return to Colombo
 

a.m.--Review of preliminary
 
findings, conclusions,
 
recommendations
 

--Writing assignments

--USAID interviews
 

6:00 p.m.--Team meeting to
 
review progress
 

11:90 a.m.--Meeting with USAID
 
staff to discuss
 
preliminary findings,

recommendations
 

2:30 P.m.--Meeting at Ministry of
 
State to brief
 
Secretary
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November 30 


WEEK THREE:
 

December 2 


December 2-5 


December 5 


December 6 


10:30 a.m.--Meeting with Director,
 
DWLC
 

--Submit draft evaluation
 
report to USAID
 

10:00 a.m.--Briefing at USAID
 

--Revision, editing
 

10:00 a.m.--Briefing at Ministry
 
of State (GSL agencies,
 
USAID)
 

--Submit final report
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Project DirectorP D UniUPPORT STAFPARKdW Wildlife Mnagemen t Unit SUPPORT STAFFAD Asijtant Director GAMES RS RANGERS- ASST.GAHE RANCG
WARDENS 4 
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SProject anager 
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ACTUALz Inmnmz- AS OF DnCUBK 4; 1985 US$ 

1983 1984 1985 TOTAL 

AIM GSL AID GSL AID GSL AID GSL x 

atk D Vlopmat 1 35j032 18.,337 - 18,337 35.032 

z 

129043 9- 61,103 - 83,144 

Caondftlea- 2.502 132p854 . 55,948 535 188.802 3,037 

?eca1 A.nrsatance 13,084 4.736 17824 C 

0 

Tra1nJa 10,9" 1,6OW 4,563 35,139 90g646 1160l 

Ramrremt Costs 7.299* -80029* 70v247* 157,575* -

473*184 122,863 

* To be ralmmrsd by AID to GSL 



BUILDINGS PROGRESS CHART
 

ANNEX 6() 

Subsequent
PP DWLCAcua
 

Schedule Actusl 

(A) Building. Design completed 
 2/831 '12/84 i12/14
 
(B) Construction Bid docunintampletad 3/83 1/85 	 1/85
 

(C) 
 w a 	 a appmm 4/83 2/85 

(D) squtn for costPtO Ma 4/83 3/65 

(B) 	 mr selefted 6/83 5/85 
be)im 7/83 

(G) 1983 	 Pwtiticn /S3pogrm amle ,t 

!H) 1984 /64 

MR 1985 "-/6 

01 Painl -"-t-- rs-- At 12/85 

(K) AU mwtrmaU n a 6/S 10/7
 

:Maxdi ,StAule(rolect Pam) 

1983 1984 1965 196 19871
 

142,000 290,000 641,000 
 254,000 
 - 1,327,000 



K-ym cmaa
 

u o am+. 

(A d- WP ir Dmign 0XVled 

0) 3Ud m ow 

(C) Did Dmm~vi wKcIId 

(D) ftmt fow oratntiam pzai 
3) of1atr-Or.. lefted for pm& 

(F) im"LA bsigm 

(G) 50 MUM of lood D*v 

(n) 50MMiof lbd 

(I) 65.5 mlm ofmd imme 
M) 36 imi, of ram.l ete 
(K) 2,000 tz ,000 410,000 

pp 
PP 

2/8 

3/83 

4/83 

4/83 

6/83 

7/83 

12/83 

12/84 

2/85 

16/66 

ActLIL 
aabal"J1C 

uAmml sidi N8~l (aoec ~ 

32,000 36,000 416,000 461,000- 967,000 



pp IL-- -

~uitaIto TBAm 
2/84 

-Awpr mivmu by 3AM8/84 

Did D=nmta 
12/84 

~mitt1 to LA 

by Umm10/84 

'* la bid doozaits 4/85 
2/851 

~ 
011tuL 

Pis 
.to starts 

owat 
7/85 
2/86 

~ ~ st ~ t~j meda10/ 86 

Cc±gqdmI. p3.uzud - muuze ft. 5 md1L' i-
ZW4~ uutfts egtlmta ft. 6.7 nd 114 n 
Acbml wut Of hids zuasie ft.10-12 milLacn 



aeM 7. -MLF'WriU 1966 RNEDnImON 9MMMFL 

1965 

GLS and LEMD review MW Mid-twn Evaluation
 

1966
 

LOAMD and GSL review and agree on project mnaowm tstructure and inpluitation plan (5.2.1, 6.1.1, 6.1.4,7.1.1, 7.1.2, 7.1.3, 7.1.4, 7.3.1, 9.1.2, 9.1.4). 
(;S kpiementg the revised MW mampmwt sruc e andad kile by appointing PD seior staff (7.2.1). 

C tranfers "mtrction package for MU to HM (2.3.1,
2.3.2, 2.3.3). 

Omtrm± TA: Park Systms Planner (3.1.2, 5.2.1). 

AKoint Assistant Director, Ecologist, oterinrian, GeiIanger, ad other staff for the Wildlife tmrint
Urt-M (4.1.1, 4.4.1). 

I C a. xints five additional row seior positio for theMW: Rral Sociologist, Tinirg Officer, LaW Officer, 2e1ogists (5.1.1). 

Sad Key Pcaomal to India ad Mlaysia to reviewelectric fcm ard other brrier tcinology for inclusionin Prk@ Systen Plan (4.1.2). 
Mrch 

Park Systans Plamer arrives in Sri [rxm ard initiates
the Systm Planning Prom (3.1.1). 
[MC- contracts park boundary and buffer me analysis
to be cmpletd within 60 drys (4.1.4). 

US O Staff Dmlpm: and Inurvie Trainingwrkdhop on 
PrMh* a daft training plan for the life of the P andthe wrk plan for the Wildlife Training Omter (5.5.1,
6.3.1). 

UMwoS rksho on Omruvition Rkxation and ParkIntspetatton hold ard Public Amerum ad BtionPlan C 1eteS ad initiated (6.4.1). 

Park System planning proea proceeds m top mP priority 



MCC nd other E. tommUmr hold workhop on buferzoIn ad buffer m a gurw (2.2.1, 6.3.1). 

OMIzdWlvi wrksh for the Park Systan Plan 2.2.1,
2.2.2, 2.3.3, 3.1.3, 4.3.1, 6.3.1). 

June
 
ME? Park Systan Plan finalized.
 

Final site plan for all comtrucilon qaoved in accordwith the MEP Parks System Plan; construcion initiatedaccording to construction plan (2.3.2, 2.3.3). 

Ontract Liversity to do fmsibility study on the privatesector participation in elqpft cature and conmervation 
(60 dy to caqpletion) (4.4.2). 

UISS A-adunic Satiu an Dwirorntal Dtwxogmo%
tkhoui Ommnity N lpmoit and B ffer ZorIN 
(6.3.1). 

SMtMMbar 

xk u held for ach atioal parbk in tE and fini
dafts of mtml pork uI1 plm =*1ete in
omed with iE Park Syunm Plan (2.1.1, 3.1.4, 3.2.1,
3.2.2, 3.2.3, 6.3.1). 

MW eaologints nitiate mitoring prgram for thrmt-mdmd rW si q cim within the MW aim ad anociat-J
national parks (4.2.1, 4.2.2, 4.3.2). 

M Rmral Sociologist umbits draft work plan (6.1.3,
6.2.1, 6.4.1). 

NMOVIbler 
Firmlie the drafts of the inmervic-training plan for
life of the EP ad the mteablishmet of the Wildlife 
TrainingCa nter (5.5.1). 

W inplawttion review by atnml evalumtao(s). 

Dcision Mint: mtwwlon of MEP (9.1.1, 9.1.3). 



NIEC6. YwticLn f'91S OVA OMF"IMI'&KU MN42Mr PLAN 
Thedrt M Oy ft Plan is ani ellnt first effort bythe ,planning tem. As part of the MEP evaluation,ujmewat plan wa revis the draft . The following are the main omvets: 
- 7he objectivs of !bdur WaOwmre consider se arate from theoverall protected arm system in the tghmli bain, so it is

iMfMssible to temine their azproptiatanes. 

- The role of dwias cultivation and the izic± of Vadda people wasoY1ifazPlifi--7t poplations of elqphmitar der, and otherlarge mnials are highet in arm of abexied chwa.,indi ating that shifting cultivation is an imprtant part of thecurrent high denitie of large mmms in the proj -± area.Totally halting such hmen inflm may well red=
carrying ~ity 

the 
of Mkzu Qym for large wuirels therebydriving "surplus" andmals outside of the park md inreasingCoflicts with local famar.. It is worth cmuidering thepossibility that the but strategy for maintaining highdnitie of larg mnmals in Mduu Oya ad reducing conflictswith mromding lars would be to maintain carefully ontrolled nunrs of Vadda nagiculteuallsts within tam. potetedThis miht reuire a roimdation of the sta of the 

am. 

The plan gi.ve imfficijut,attwnlc to auzowding lards aM 

p 
U Otao mplicit policim for aling with locl(e.g., givifng locap e afmwon whm Wing iallab,, izclwng qp-ific ealmwt on arounding lads in all
training prgam). 

- prq als on el*wt uwegmu to be dims.md withexpets in this field; staff rupiremont ad fnclalImplications of the elewut uwv mt proan neerd to be
qucif i.d. 

Habitat rmidwawt and control of exotics (including terrmtrial 
weds such m ftllumm a tic w shSslvinia) ad to. 

a 

Mrtain factual errors ned to be cocrecud (e.g., ;wolins aremMWiLs, not rqetiles; want am nt large wding birds), inorder to emre that the plan is oaumuidbei authoritativ. 

- plaminr tem, whi s doing a cmWlntit Jobe did not i, 1wal avmilable O Mtlse. 1teiAift Directora ws c edofft d e outsid e project arm daring tw plairvngwar bw tram tw Fl"liOrt Ministry, elqftft aoloysQW ta from locl univrsitlm, and intaumted Pm we notirwolved. This Is in mar~ke m att to a similar erciektidi trx* place in huqwt 195 in Sinharaja Forest a-w,where om 3persons from all se:tors are invoved in theuwrmnarwwgt planing obkrkOV. 



Mh 9. WSHr.f IMMe r UNMT
 
Major Mir-tiln is 
 crop lawn by wildlife will rsuire tht theMW ingn t an activ wildlife catrol ogram. It isruwdWrDWC establish a Wildlife ana!enot Uhit to function
within the AM arm. 

The 	mtablismit of the Wildlife k 	 with tihe pcriiyarm of operation outsd 	
nit 

st ablished WAIe reserve sytmn isan expanion of the scope of activity of the 1IC. It is a prlimrylps of the ME. 

Ito 	Unilt is the, wiamry active -MMA tool for reducing proplosescauedbywldlife Iiein tmN a Itile them wim-intand,- = aephant isa gmj~ t&asT fort Unitealso be reqponible for the uWM 	 the kit willt and control of otter problimwildlife in the agricultual production arms. 

The 	activitie of the Unit would include: 

Monitorin wildlife activities and dcuening the 	pmtternand 	ati of crop low by wildlife in the AMP area. 

Itonitiolng the =yaum*t of wildlife, Pritilarly elqphmits,in the bouihzy are of th wildlife =@z ves and in arasW 	agicultmtua Pr&L-Ic.--. .
 

DOMI the tadwicmzl city and giines to ~apture at~nrt prlM wildife acift ad to driv pc~owildlife hrwn aftlcultnal WrctiwM I&=idwitt is tYA 	 -11Mitro RXlcm The (bitwoul~d akw asliaison to fm Pivt 	 ftrtc efforts to c pure eiqitsWi 	time W is initiated. 

OcWt resear on and metllsh timte effective oldC Oinlally viable mo of etablshing ruriers bemtwwildlife rmervm, forest pla tation ars, and 	agricultural

Pr,:Etlio ares. 
Provik wildlife exension MnviCu to faMws to lnpo 
their abli'les to control crop losrs camd by wildlife.
 

1 m Wildlife Ptrwmt Unit 
hoiuld be coqmW of:
 
An Soloc MC ulplo q with CnmhdWable =;p lMn in thm 
w 	 uw~m aid control of p5rablmamelqmWi*s, in as *Asie tw 

Mh l m a Allystablisd wildlife renverhp IM hi Lana. this ps WilM m M the ld OfOrN 	 (kit Ard hold tm * of AfilUfzt D~ir toRL 
aw iwc C-M 



ANN 9
 

- oologist: will be reporible for the mnitoring ad research 
adtivitim of the Wit. 

Vet-rninarian: will mist the Unit Iawer in mving and, 
wkmrnecessary, the cature ad transport of problen anials. 

kAninistrative Assistant: -ordinates and supervises 
adninistrative support for the Unit. 

G-me Panger: supervises the gurds and casal laborers. The 
anger will work directly under the aiervisin of the Unit 
~r 

2 inge Assistants: One Rmp Assistant will work directly 
wirthe ecologist in the the reeard and mitoring 
activities of the Unit; the second Fange Aassistant will work 
under the Gme Mnger. 

Mministrative Su rt Staff (2): One typist and one clerk to 
wk under the supervision of the Administrative Assistant. 

G-ards (6): to assist in Wnit opraticns and also provide
ext1ion servics to famu to re cop go~teused by 
wildlife. 

-- Ca~ml Labores: will be hired by the Whit as d. 

he UlWit =at hiv its am tnal rt,; 2 4-wnJ driw vehicle are 
requirel. Wm oujor activities of the Unit are to ba uxhrtakui, 
it wiUha he siuport and mist.m- of other pao aml m d 
frc th MEP-mtionl parks. 

In di last t Or three yMrs, gret eM sis in the C has been 
placed an the use of capture gur and iamrbilizing drugs to cre 
and nove elq:hants. It is re:unn- that the Wildlife Mnagatnt
Unit take advwrtge of the traditional asthl of cturing
elq vnts by eploying Pannikkers and using their traditiial 
tachology in the unit's operations. 7e s ful operatian of 
the Unit will require %careful blerding of tbs ologisi 
traditional and now - if it is to dw-elop the capability to Cam 
out its vry inprtant missicn. 

Ih rmoad for the Wildlife Mump t Unit to fwictim outlined 
abm was revjni d in the P logical framgsck and w listea a 
Mrjor w tpt of ti MO. Hovr, ti b of efermnce, 

I:rI-, training level, ad bidet for this Wit were not fully
dmmlq d within the P or th plMion~auit for ti project. 
Strhengming the C's ability to mm;e wildlife outside 
pcoetedarm xseld b a =jor e Tal opit of thlMW. 



ANNE 10. OF WOW EM(!PARK DCIM AN~ D BWMT ZOE~ANRLYSS 
Prablw: Land-ume activities at the boundaries of a wildlife 
resem influone ecological pater and procems in that 
renve. There are obvious influeces su as uncontrolled recozeextraction activities by local residmts in reserves that an result
in significant habitat dimge at boundaries. A s exmple is
the 	trmwfow of diseases fran livestock to wild ungulates at this
interface. Eol agricultural areas provide an abundant food so=xce
ad the reserve con alrv, as a refuge to kbidi an overbnzdant
wildlife pplation retires during the day. In the lnrg-tm,
problem develop %be widlife c=ot disperse acrs land-ue
barriers mad effective population sizes are rexumd below thresholds
that 	prevts the ocurrence of deleterious intreeding effects.
Fram 	an eccincic and sciologic point of view, the effectivess ofbararies strongly influee if the wildlife reserve co survive inthe 	regional lard-sm mtrix ov the long haul. The key pharse is
effectiw bounaries M=Dte good neighbxres". 

%hatconditions rauilt in effective boxdaries fo wildlife 
rerve? MAide fron ae initial obvious v s such as rot

planting rice or cn on bomnaries or that wide bodies of water an
dwbe the ,mmits 
of wildlife frcm resrMrs, th wmditiao 
multing in effective boundies are not lziatfly dious ad 

should basbject of analysis. 

S 	 eof wrk: Th malysis shall bo (uctd in tw Pau. 
~umtqui a official - xd the rcde of the themd othe 

DWI dwld be quetioned and mined to idulfy Inn the prucmiytra spts ame along the eisting boundacain of all old
esxtiu wildlife ramerm in Sri LEmfa. 7he awy do,'
ptokdm a =p that za tamly rlects the omdiitiom along wildlifermW bxmnies in Sri raCa. 

A ample of these sites, should be visited by the o.wy tam to
view and dhracterize cditionp at each of the locations. Fifty
mich sites is ajgeutsd as an initial ample. n eqal cc greater
murer of saple sites shmil be visited along bounries whre no 
problm are reorted. 



AN= 10
 

Ther are sweral oulti-variate statistical u oandrg tat muld bel in this analylis. The pussibility of applying thes foumltedwues dKukI be explored but, the wwy ad anlysis soulthught of as a pilot study Qdtee be 
an effective Uftmlogybe chvel. It is suggeted usda toin this mrvey and analyis thatcareful attation be givn to habitat, land-foun, land-uw, an thelocation of the boxbriesin relations to seasonal availability ofrewo ce for the wildlife populations in the rmwve. tattitudes of local People tMcards wildlife at the safple sites mustbe ass. Iwe their are pioblem, it is Portant to identifydinandi zblum began. If there were roblums in the post andare no longer problems, identify % not. 

The status of conditions along the boundries of the wildlife

rinervesystem in Sri Lanka shouid be prhzdthe review. The azvey of 

frau the efforts ofrpoblm an satisfactory bomzrie
PC~zh" a Profile of conitions that con 

will 
remit in rahxd conflictsbebeen wildlife rmrve and their neighbors. 

Duration: The Svey and analysis should be completed within 60days after the proj t isinitiated. A final report with Mportingd&uontation woud be prodiuod. 

lifiatjion: fl smvVend,ulYslu,vld 
.- be A..-by abe that inlde a wildife soologist ad rza Sociologist. fray=ft VAw =MzWirab'e
•-g SKi~lu in wildife ad nationul park,--in Sri Laft. In tu laem at hve a h.D. Thetem will be i, ± of the DCEC and ive tm full awort of 



RM U. S'rMA NO~ DIS7hIBMCrIQI THOTNE AN NDAERM4M lE7M~ 1AMP N MSIA7M WILLIFE IENUMV
 
A mjorpmzpe of the ME 
 is to amaze that xr of the nine
threstrl ad wdeniered speciesist in the A arm and
azrmoding WoUte arms m eliminmted. Tm qwiclw
frld elephante loa r, pumpe-fae langur, toqie nm~e, &mWrowi e, estuarine cdile, Bengal mnitor, pthon, and


Pad-fced Malkcha.
 

A!dmrdi to the L996 AM Dwiramental suesmumt (TAMS:Dwironwmntal Assmawt of the AMP, 1980, E-15), the Bengal mnitorhad a actensive distributin and ws found more or lesscokiuxmay tr*oug the project arem. The DW field staff midthis spies wm still. wen distributed throughout the AMP are andin the rewly establistad wildlife reserves. 

For masons unkxwi, the distribitio of the Pad-faced malkoha wasreistrictad to the riverine forest betwn Wangmus National Parkanthe orthern sctor of System C (SMS: ikwirmuftal miearuntof the NW, 1986, E-15). MEP field staff hoe reporte a raitobmvatin of this bird in t nely establishSd MW=lu Oya

ational Park.
 

The crcodim, of azms, are rtricted by their ned for maaquatic mvircmunt. n amp oodSile hs bem rqeprted in thenow nal system in the MW arm bt this msnot -u-iderd analaudng or dnrou situation by the DW field staff or the MMOfficer. Ifany cpte cc cotrol activity is
zn.aire2, it iouild be the rsponsibility of the Wildlife IMangumt
Wit. The Direftr of MC irdlmad his vowl of &is ativity
during or interview. 

The status, of the esturine crocdle in not kmwn to Urn CC atWei timew becaus its habitat is the estuaries at the muith of theSMdhal and securlty risks how Pl this arm off-lmnits for
MC activities for the presut. 

'urn Ealustlc m had the gonod fortune of doeving a large groW4of eliunts (30+) in thn Wbegu a1tionaul Perk and their sign weam 5 in Flood Plains and MSduru Oyu national pr@.and in nylocations within the AM arm. 

The Evalumtion Te*n dommir signs of leads in the Mxkru OyuNtionl Park. DWC field staff reportsd that leords culd befound in all the national perks ad, indee, the nwly establishedwidlife zumuw mystm am ma ch of the N rmapers to begood lepr habitat. 



MINC11U 
2tm = UD d tt pPzl,-facd ]aigw are abxxkt onlyalong the rivaim forts of the Mmweli and rir tunks sua MKAntalli, KtaIlA, d Fariwm SRxka amrding to the 'Sruport (TAS: Dwjrmftl Ammeatwn of the AM , 98J, E-15).Habitats suitable for twe qecie have bow ircluLed in FloodPlains and Mogaba national parks. With the wtablisutrit of theMmdu Oya Natical Park and the year-roxd povisicn of water inthe rwly wtabliue tw", we would exact that habitat
suitability for tie nnksep to have increased in these areas. 
1nfOmution of ft jremet distribution nd statu of the pWytm n
the AM arca or the astablidud rve systan is not avaliable. 



MR LAWKAN MWFE
 

Th tve wmek "Introduction to U.S. _tltra l Park Ib -it" f r the&O.[anian Natiamsn was c ,a:uctd szfrcm My 25 throtgiJuno 29, 1965. Theparticipants were: 
1. Shirley Perea Assistant Director, (Bacurce bnager)2. (Mssa) P. IL D. asnowy ,,, Foologist3. (Wl) U. L. L a.K 1 r - -pm4. L C. amment5. (Sheik) S. park Iw'um (WilattU ftlcAl Park).Wkzer, Assistant Drector (?hkamll &"iraimmtproject)6. No. Beashe Vhyadmza, Interpreter...ra r
 

The PrfOUesalos Instructors AM
Instructor at Stephn T. Mather nrg host ror the 5-veels were Mi~chal Watscn,Center,l perm Perry,VIrgInia, aW T eastThus, Intrmlm-. Park At ais,, sh,,tcn,, D.C.
 
Met basi objectives of the 
 rare to:em 
1. Present cnute, a swursl We"aftIatrat(n, of Park policy, #=osoeo,qulaticn, ad daily oeraticibn sua ld. da reentor developn Sri LanLa parks; 
2. Create wlttmn o fttlu at bai aspects ot pauic plamamgi,9 WaM OPeratim to OUm as a ngsretvm. ad d kUht tor Ume 

3o DiPM an ttrinutve gm A5 part inpaON*n p-iad imr v'a'm. These sumw --.w dehmliw. toabsrve aM work witfh park ilur.,, ...viitors. ttrewued to bw rP ao
tioiiip&'i n parks;ro 


4. PaUclpate in trainin
employses to identify umth*s

progms for seasonr and pemzwnrn parkprocesses, and skills to be usedIn &lri Jmf; and 
5. Identity and wrk with park ard tran1tW center staff an basictmanM needs. To Identit nd list realistically am* it.equlpnmt neded tor trmULn old ,6ee j 

plmng and operations, interpretation,ad resource nnagmt operatimon. Prepare a checklist orsetting trainia priorities, 
___eobjectives were mt by a plamed travel itinerary to selected pai.dIa hed0rd w a'n the mmM subjects 1avlulbl interestedPratesslam staff available to work with the trainoes. The sites midtopic~s tar lecture Mid discussion were: 



ANNEX 12
 

1. 

2. 

3. 

, 


6. 

Ibsh4[cn, D.C. 

N1S1I8hlosohyMMv61 10618tios 
umseun and monment visits
 

!Igm evaluati at loSng
 
Great FLls, I"ran 
mnd Virginia mId imndogh trl s 

Canals, their use historic ad interpretive valueNMM treis with ulde book
Visior center slid aid mvie progrms

Visitor contact
Doth tee Oct'lection aid 1inbto ion desk operation 

hErpemr NrrY IDNsi Center 

.erprawt rogram mrn 

m(3htere tiW butiounarem I on, ,and t- .tLmi 

kbwee m mt 

ftollit ptl 

3~Den.eYe Ter,d Omd Tton Phtiaml, linsn fth rfktCne-I evla somle
 
Wldeli mdi inua

3hterpnetvem pr~w= Inclw21.rFA and poese sim tal, and trailPublio relaticim akLus
 
Working with MO
 
ftecal. event congie~ip
COOPertion mid relations with other boverment agencies 

W3rveervice Conter 

Pf&Lmt aklls OWd rocesses
Ds1Ui of trails 
Ioaatia md buiding deuip
Toed l
 
Nark mwit or meterplan
 



ANEX 12 3
 

7o ft*g bmatsan ?tiorva Park 

bsecqwcs inimntw ald: s 
bR vlues aUn metods
hcinaMtrY or Wilderness use and it 

fome hkuMng and social ativities 
8. Grad Canyon 11tional Park aid Horace . Albr4ht fralng Center 

Ros. g.opeations aid contractizM'mus r n suh an sttle bs systma
uetat olectis (their cre aid storage)

i facilities and housingscurce m ott, and trablir equidP~tDs 4M~g aid plaming a train g course 
9. cMas auM. ad Evetles Nttul Park@ d Blg Cypress Preserve 

esute otnite of Dve, Service Canter plaming exercises
VetUNd study ,d reset-ch
 
Anotbar-park truuiportatian systm.Trm

2in andb couatL -OaMS
owleerwation Wf undsretWrV plants# amaln$ aM historic strtiuse 

Mh Or the patf visited Mandui speifi staff members to work with andinatrut an t vbieats Ia tmL-

Bobh train ea~sasl to IMP L daily log at activities givtlivalat~omaid critiqes of Progam aid Activities. 0ontacts aidmaterials valufble 
li 

to &Lilaniw pirm were also idniiie. hsshould sere as excellent referene in the future. 

ONe pgmmt all of the stted objectives aid p-ogressed moothlys 21etraInees wre most cooperative aid particiated actively in every aspectand returned to &rI ZAnka with: 

1. Dilly log Of activities aid contacts; 
2. P0blcatione ad reference mterials for subjects covered; 

3. A.itiom1 material for library and field referece work; 

An iniPweutwWWWn of national park Iaagetaid siloeom"~and their o selective analyis of prc&rm Jawlicaton aId 
vaue for Sri Lnla. 



I= 13. SMP OFWO RFPAR(C SYEW' PLANIER
 
Job Ducription
 

insir&Vld will be r,l usible for workir with the MC Fark
Plmwm ladus mawts frwm the MItli Ministry, the Ministryof Lands a d Lard Drmlv wit, and the Ministry of riculture, andscientsts fran loal nivesitim to rq I a protacted armsystmu plan for the entire Mbhemli Basin. 

The M mwiali rottad Arm systam Plan wuld evalute existing adprpsd protected areas and asses their overall suitability forinclumi in the diffent ategorie of protecte arms. On thebasis of this amaisl, proals be md as to which armsooul be doveloped as protected areas and in what priority.objecivs would be assignd to eich of the protet 
1-s 

arms,providing the bamis for wkmsumpi aram-pecific uanaguwt plans. 
The ttkuwli Protected Arm Sstom Plan would identify whiereaelaqnnt prblem are likely to ouz,, locate appopriatemundari n, and Amgjnt wke buffer a,, - n b mtabligwj andWtm activities would be popriate for eich buffer zon. Thesystma plan would contribute to the overall land-ume plan for theMduali Basin. 

tesytwem plan would be a multi-disIplnry effo t, involvingWC staff, todmicl epets fnn arious parts of th HfmwhliMinistry, Ministry of Ariculuze, tis esa Dqm t, andPwidamiya Uhivuity. Teduical msistum is n9dred to provid
aOW~Al guk~am ad coizian d to amure that the right97tion wre being nkeI of the siputim available UImnty. 
At th aid of the third nth of the asme~nt of the SystuzaPlauw, hold a ,unomk* to ria,,the draft rystems plan. This

wachkop sold include All iustitutions involeof the plan, ad ke hold uder the in the preparationa l of the Ministry of Stateor the Mgmtli Ministry. 7he output framn the wxkirW will be an
agreed protected arm uystas plan for the ItWl 
 li bsin. 

Ozalifictions 

- h.D. or mqivalm. experience in a wildlife-rmlated field. 

- At lent 5 yers of mcpatince in dvelopig countrie,
including at list 2 yers in Asia. 

- Intime funillarity with elewsta, ampcially pitvea] wsts; ad with large crop-miding moals. 

-ftoamibm*. to protected arms as an impwta* part of
social and r mgaic declopwnt. 

Lnth of conmultmexy 

The Park p*Am Planer woud be assignd for an initial period of4 nuthm, with t. Poshibility of exteding to two ymrs if he is
suwitable for the pst of Thdvnicel Advisor to the Mcp. 
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