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B. ACTION DECISIONS APPROVED BY MISSION OR AID/W OFFICE DIRECTOR 

A. List scflamns, and/or unresolved Issues; cite those Items needing further Study. B. NAME OF C. DATE ACTION 
(NOTE: Miilon dclislont which anticipate AID/W or regional office action should OFF ICES LE TO BE 

speclfy type of document, e.g., alrgram, SPAR, PIOwhlch will present oetalled request.) FOR ACTION 

water fee which considers: 
a. 	 the likely level and timing of increases in pro

ductivity attributable to the provision of irri
gation service,
 

b. 	 the level of water fees set by Presidential Decree, 
and
 

c. 	 prior statements of future water fees made by the I 
PNO to project area farmers. IPM 1/80 

7. 	 Inform farmers in the project area of: 
a. 	 estimated completion date and expected water
 

delivery date,
 
b. 	 their water allocation and terminal facilities O&M
 

responsibilities, and
 
c. 	 the size and derivation of the water fee described 

in (6) above. O/NIA 3/80 
8. 	 Re-determine if scheduled project completion date of 

6/30/80 is firm for USAID reimbursement purposes. If 
not, GOP and USAD take appropriate actions to request 
extension terminal date or other action. 	 PMW/NIA 3/80
 

9. 	 Do in-depth review of land reform program in Libmanan 
and develop action plan to complete carpet coverage. MAR 12/79 
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13. SIMIABY 

There have been further delays in construction of the physical facilities 
since the last evaluation (May 1978) due to heavy rains, including typhoons, 
as well as lack of adequate eqpipment and occasional shortages of cement 
and fuel. The physical facilities, with changes as jointly recomaended 
herein, are adequate to provide long-term irrigation, drainage and tidal 
flood protection to the service area. Under a revised construction schedule 
which appears attainable, facilities should be completed and operational by
June 30, 1980. If further delays in completion become evident by February
1980, extension of the terminal dates of request for reimbursement should be 
requested by the GOP and USAID. 

In implementation of the organizational/institutional/training components,
previous differences between the National Irrigation Administration (NIA)
and the Bicol River Basin Development Program Office (BRBDPO) have been 
resolved, and an effective project coordination/management structure is 
now in place. Some difficulties remain in defining specialist and extension 
personnel needs and in attaining full interagency participation in staffing,
but these are apparently moving toward resolution. Structural organization
of farmers groups has been largely completed, but substantial work is still 
required to adequately prepare farmers system operation and management res
ponsibilities.
 

The NIA is placing higher priority on support and development of the 
institutional component and is now, at the start of the final year before 
scheduled water delivery, finalizing the detailed implementation plan for 
completion of this component. The plan includes definition and scheduling
of required interagency staff, the finalization of a water management plan, 
a water rate schedule, and a phased five-year schedule for system turnover 
to farmers. 

It was the consensus of participants in this evaluation that it adequately 
reviewed the project's status and progress since the last evaluation. It 
reconfirmed the existence of unified project policy and direction and
 
facilitated timely, substantive project decisions. 

14. EVALUATION M2 ODOLOGY 

This evaluation was conducted by a joint GOP-U.S. interagency team, 
consisting of representatives of the BRBDPO and USAID (by contract). 
Raymond A. Bailey and Frank Stipak were employed by USAlD under contract
 
with Public Administration Service to serve as outside members of the joint

team and have been primarily responsible for writing the Evaluation Report 
and Project Evaluation Summary. In this effort, they have been ably assisted 
by other members of the team, in particular by Fernando Alsisto, Jr., 
Francisco Vargas, and Francisco Ba-litaan (contract) of the BRBDFO. The ILA 
Office of Special Projects (OSP) Manila and the Project Management Office at 
Libmanan provided associate team members. No representative was assigned by 
NEDA.
 
The primary purposes of the evaluation were to (1) determine whether the 

broader project design is valid or requires modification and (2)analyze and
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document accomplishments and problem areas and recomend courses of action 
with realistic time-frames. The evaluation was based upon a review of 
background documents, reports and other written commmications, observations 
at the project construction site and personal interviews with relevant 
personnel. 

15. EXTERIAL FACTORS 

The 	major external factor affecting construction progress during the past 
year has been heavy rains and typhoons which caused damage and necessitated 
considerable rehabilitation work. Another factor, partly external but also 
associated with input management and scheduling, has been the occasional 
scarcity of fuel and cement. 

Consistent with prior evaluation recommendations, a comprehensive imple
mentation plan is now being finalized which includes a five-year phased 
schedule for system turnover to an appropriate farmers organization of 
management of the system. It includes establishment of system costs, 
benefits and charges to farmers and consideration of other issues raised
 
in the 1978 evaluation.
 

At sub-purpose level, problems in the acceptability of the project management
 
structure (noted in the 1978 evaluation) have been substantially resolved. 
Indications are that effective interagency participation consistent with
 
project needs will be achieved.
 

16. INPUTS
 

Occasional shortages of cement and fuel have delayed construction and will
 
pose additional problems unless efficient administrative procedures con
tinue to be employed to ensure timely delivery on site. Perhaps more 
importantly, the PMD's projection (CPM) of force account construction 
completion by June 30, 1980 is premised on having available a number of 
additional pieces of essential equipment over the next year. It is impera
tive that all required equipment be provided if construction is to be com
pleted on that schedule.
 

Present procedures for monitoring progress, identifying problems, devel
oping and approving remedial actions could be strengthened by delegating 
adequate responsibility and authority to the field. In this regard, 
instituting formal monthly field-level meetings by BRBDPO, USAID and PWD/IA 
representatives is recomimended. 

In implementing the institutional, extension and agricultural development 
components of the project, there have been problems in establishing and 
maintaining a full-staffed team of qualified interagency specialists and 
extension personnel. Substantial progress has been made toward their 
solution in the year following the last evaluation. All concerned are aware 
of the problems that remain and are taking steps to solve them. Present 
problems noted by the evaluators include: 

1. 	 Understaffing and less than planned inputs for the PMD 
Institutional and Agricultral Development Division. 
The team recommends that the Division's staffing 
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requirements be assessed and reaffirmed; firm budgetary 
support be provided; staffing be completed; and maximum 
authority be delegated to the deputy project manager for 
completing targeted activities. 

2. 	 Uncertainties, stemming largely from construction delays 
and the date of irrigation service initiation, have 
complicated decisions regarding the disciplinary mix, 
nmbers and scheduling of interagency personnel required 
to complete the farmer training and institutional devel
opment program. The team recom ends that all concerned 
agencies undertake a critical review of their program 
and staffing needs for appropriate action by their 
regional offices. 

17. OTPUTS 

The physical facilities, net of rehabilitation, are now estimated to be 
about 77% completed. Flood and typhoon damage necessitated considerable 
rehabilitation work. The items discussed above, under INJTS, also con
tributed to delays. 

Based on the revised CPM schedule by the PM), construction could be com
pleted by June 30, 1980. This could be attained if there is no unusually
 
severe typhoon damage as last year and if requisite construction equipment
 
and 	materials are made available. Progress should be carefully monitored 
and reassessed. An in-house NIA-BRBDPO-hEDA-USAID assessment is recom
mended by February 1980.
 

Changes needed in physical facility outputs to achieve purposes a-e 
(1) extension of cut-and-cover section of the main canal for about 
300 meters, adding a wasteway and safety features, (2) modifying 
pakyao labor-intensive contracting, (3) including provisions in 
Operation and Maintenance agreements to guarantee continued viability 
of facilities, and (4) possible modification of water elevations in 
laterals if recommended field investigations disclose deficiencies. 

In the institutional/training/organizational development components of 
the 	project, coniderable progress has been made over the past year in 
the organization of farmers groups. Most Rotational Area Groups and
 
Irrigation Districts have been organized. It is projected the remainder
 
will be organized together with the federated Irrigators Association 
organized by December 1979. However, little has been accomplished in 
organizing Rotational Units and the smaller water management/compact 
farm sub-units of the Rotational Areas. Thus, the beginning of the 
organizational structure is now nearly in place, but many gaps remain 
in substance and content. These will have to be filled through training/ 
extension efforts during the next couple of years. Training efforts to 
date have been concentrated more heavily upon specialists and rural leaders 
than on project area farmers. 
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18. POPOSE/SUBrRROSE 

Purpose: "Operational irrigation and drainage system complemented by 
improved farmer group organization and extension services as part of a
 
unified project effort." 

Subpurpose: "The establishment of an organizational stracture and 
management system to facilitate coordinated participation of technical 
agencies and local leaders in an area specific development project." 

At purpose level, attainment of End of Project Status (EOPS) conditions 
must necessarily await ccpletion of construction and delivery of water. 
However, considerable progress has been made over the past year in the 
formation of requisite farmer institutions. Completion of the physical
 
irrigation system (including portions now identified as out of reach of
 
the system) will possibly require modification of water elevations in
 
certain laterals (para. 15).
 

At subpurpose level, previous evaluation reports have recorded and expressed 
concern with difficulties and delays encountered in "the establishment of 
an effective organizational structure and management system to facilitate 
coordinated participation of regional agencies and local leaders in an area 
specific development project."
 

This evaluation team is pleased to report that many of these difficulties
 
have been resolved. Such problems as remain have been identified and 
brought openly to the surface, and all concerned (particularly I\'_A, BDPO 
regional line agencies and local leaders) are now conscientiously working 
to fully establish a regional/project level composite organizational ard 
administrative capability. Of particular note, in this regard: 

1. 	 Conceptual differences between RBDPO and NIA with respect 
to the relationships between the farmer's Area Development 
Team (DT)/A.ea Development Council (AC) structure and 
NIA's Project Management Office (PMD)/Agricultural Devel
opment Coordinating Cormittee (ADCC) structure no longer 
exist as a practical, operatioral concern. In practice, 
the ADT/AC and the .AXCC f unction as one composite project
level coordinating group, with the P1D as the project 
alministrative unit. 

2. 	 The focus of NIA attention has broadened and now places more 
emphasis than formerly, on support and completion of the 
institutional comronents of the project. The evaluation 
team recompends continuation of that support to include, in 
particular, full staffing and assured budgetary support of 
the and delegation of maxinr authority to the for 
administration of the institutional comonent. 

19. GOAL/SUBGOAL 

Goal: "Increased income, equitably distributed: increased on-farm 
emplo ment, and impro-ved perceived and objective quality of life among 
residents of the project area." 

http:DT)/A.ea


20. 

21. 

-22. 

23. 
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Subgoal: "Increased rice productivity per hectare." 

Progress toward goal and subgoal achievement cannot begin to be 
operation for at least

objectively measured until the project has been in 
in June 1980, the first 

one year. Assuming construction is completed 
(or June 1982).

field impact evaluation should be scheduled for June 1981 

This project is also included as a pilot impact evaluation effort under 

Economic and Social Impact Analysis/Women in Develthe USAfD-supported 

opment (ESIA/WID) Project under NEDA.
 

BE2MFICLRES 

of households will prove to be
Preliminary data indicate that the number 

and the average size of landholding larger, than originallyslightly lower, 
due to the common practice in which elderlyestimated. This is possibly 

to all of the land worked by the families of their sonsparents hold title 
This then appears to be the single, large landholding ofand daughters. 


one household. The true number of beneficiary families should be clarified
 

when complete beneficiary data become available.
 

UNP NIKD -IFECTS 

Beyond the unplanned effects discussed in previous evaluations, certain 

were noted in an April 9 summaryadverse (as well as positive) effects 

report_/ from interviews with selected farmers in the project area. 

Five
 

farmers indicated adverse design/construotion side effects including 
local
 

irrigationinterference with drainage, loss of existing (Handong system) 

water, and loss of land to road and canal construction. This evaluation 

team observes that the incidence of such side effects is small relative 
to 

They are mainly to be of short-term
the total population of the area. 


nature, but appear persistent because of repeated construction delays.
 

Most are scheduled for correction once the system is completed and 
tested.
 

LESSONS LEUP.i) 

reported in previous evaluations regarding the difficulty of devel-
Lessons 
oping and installing regional level organizational structures and 

management 

for attaining fu:Ll interagency coordination and participation have 
systems 
been reconfirmed. The increased effort, however, pays in terms of broader
 

participation by different line agencies, local governent and local
 

institutions.
 

the deep excavation sections of
The difficulties experienced in excavating 

for adequate pre-constructionthe main canal have amply demonstrated the need 
controlplanning and field data such as topography, horizontal and vertical 


and sub-surface exploraticns.
 

SPEIAL COMNTS ND RARKS 

joint GOP-U.S. TvaluationAdditional details are included in a two-part 


team report dated June 22, 1979.
 

I. Evaluation of Physical Facilities (13 pages and 4 figures) 

(12 pages)II. Organization, Management and Operating Systems 

H. Flamrnang, ASIA/TR/SaRD (AID/W), April 1979.l_ Gerald C. Hickey and Robert 



Foreword
 

The 1979 evaluation of the Libmanan-Cahusao VAD i Project 

was conducted by a joint team consisting of representatives of 

the BRBDPO and USAID contractors. Raymond A. Bailey and Frank 

Stipak iwere engaged by USAID under contract with Public Admin
istration Service to serve as outside members of the team. The 
NIA Office of Special Projects and the Project Management Office
 

provided inputs through associate representatives. NEDA did not
 

provide a representative.
 

The team's report is presented in two parts. Part I deal 

with the project's physical facilities; Part II with its organi

zation, management and operating systems. Mr. Stipak was prima

rily responsible for writing Part I, but with the able assist

aace of other team mcnbers and particularly Engineer Francisco 
Vargas of BRBDP. Valuable contributions were made by Engineers 

Ranion Caceres, Project Manager; Guillermo Rinosa of NIA; 

Pitermucio Caliejas of !RE )P; OrLanio olano arid !eticiatno 6erdi, 
of the PNO; Ralph Bird and Oscar Bermilln of USAID/iNagn; -nd 

Keith Long, USAID Consultant. 

Dr. Bailey took primary responsibility for writing Part It
 

but also with the active support of team members Jun Alcisto
 
and Francisco Balitaan of the BRBDP staff.
 

l/ Dr. Bailey is a senior mamber of the Public Administration
 

Service (PAS) 'ashiLagton headquarters staff and has broad 

experience in Asian rural development program implementation.
 

Mr. Stipak, Registered Professional Engineer #8343, State
 

of California, is a PAS Senior Consultant with extensive 
U.S. Bureau of Reclamation and international experience in
 

irrigation engineering and water resource development and
 

management.
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SUMARY 

The primary purposes of the evaluation were to (1) determine
 

whether the broader project design is valid or requires modifi
cation and (2) analyze and document accomplishments and problem
 
areas and recommend courses of action and realistic timeframes.
 

The evaluation was based upon a review of background documents,
 

reports and communications, observations at the project construct
ion site and personal interviews with relevant personnel.
 

There have been further delays in construction of the physical
 
facilities since the last evaluation (ay 1978) due to heavy rain,
 

including typhoons, as well as lack of adequate equipment and
 
occasional shortages of cement and fuel. Net of rehabilitation
 
work necessitated by flood and typhoon damage, physical facilities
 

are now estimated to be about 77% completed.
 

Based on a revised CPM constnuction schedule, !hysical faci
lities could be completed by June 30, 1980 if there is no unusually 
heavy typhoon damage again, as last year, and if requisite cons

truc,.iGa equipment noJ aterials are made available. Progress 
should be carefully monitored, and if further delays in completion
 

become evident by February 1Q80, extension of terminal dates
 

should be requested by GOV.
 

Thu physical facilities, with chlnges as jointly recommendeu.
 

herein, are Judged adequate to provide long-term irrigation,
 
drainage and tidal flood protection to toe service area. Changej 
needed to achieve purposes are (1) extension of cut-and-cover 

section of the main canal for about 300 meters, adding a waste

wn'v and safety fnat:rus, (2) modifying pikvao labor-intensive 

contracts, (3) itncl.ding provisions in Operation and Naintenanc
agreements to guarantee continued viability of facilities ana 

(4) possible modification of water elevations in laterals if 
ruuomrmended field investigations disclose deficiencies.
 

In implementation of the organizationaI /institutional/tcain

ing components, previous differences between the National Irriga-
Lio Administration (NIA) and the Bicui LLVoL 6asin Development 
Progr-m Office (BRBDPO) have been resolved, and an effective
 

project coordination/management structure is now in place. Some
 
difficulties remain in defining specialist and extension person

nel needs and in attaining full interagency participation in
 

staffing, but these are apparently moving toward resolution.
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Structural organization of the farmer groups has been largely
 
completed, but substantial work is still required to adequately
 
train farmers to fully assume responsibility for system operation
 
and management.
 

The NIA is placing higher priority on support and develop

ment of the institutioral component and is now, at the start of
 
the final year before scheduled water delivery, finalizing the
 

detailed implementation plan for completion of this component.
 
The plan includes definition and scheduling of required inter
agency staff; the finalization of a water management plan, includ

ing water rates to be charged; and a phased five-year schedule
 

for system turnover to farmers.
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PART I
 

EVALUATION OF PHYSICAL FACILITIES
 

The following facilities are being constructed with
 
necessary appurtenances to provide irrigation, drainage, and
 
tidal protection for a service area of an estimated 3,916 hectares:
 

Pumping Plant 6.1 cubic meters per 
second, 7.6 meters 
Total Dynamic Head 

Main Canal 12.6 kilometers 
Laterals and Sub-laterals 39.4 kilometers 
Interceptor Drain 6.8 kilometers 
Service Roads 45 kilometers 
Main and Supplementary Farm Ditches 258 kilometers 
Farm Drainage Ditches 75 kilometers 
Lateral Drains, including improve

ment of natural drains 48.8 kilometers 
Tidal Protection Dikes 16.6 kilometers 

Adequacy of Plan and Facilities 

With the exceptions discussed below, the general plan,
 
designs, specifications and construction procedures are adequate
 
to provide a system which would permit long-term irrigation,
 
drainage and tidal flood protection of the service area.
 

Deer Cut Reach 

The present (May 1979) plans for the Main Canal include a
 
deep-cut reach beyond Station 2+401, the present end of the cut
 
and cover reach. The upstream portion of this reach is in a
 

very deep cut with steep, unstable slopes of poor material. Ir
 
has been subject to considerable slope erosion and slides during
 
heavy rains since the start of construction. It is questionable
 
whether this reach can be successfully excavated as an open
 
canal with the continued expected occurrence of heavy rainfall.
 
It is certain that, if so constructed, it will be a source of
 
continued costly maintenance under operating conditions and will
 
pose a constant threat to the operation of the main canal. 

The lower portion of this reach is in a thick bed of uncon
solidated sand which also presents serious problems in construct
ion and maintenance of the canal. 
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Construction and maintenance problems would be considerably
 

reduced by changing the design of this reach to a cut and cover
 
design beyond station 24q1 for about 300 meters as determined
 
in the field by PMO/NIA,!1BRBDPZ/ and USAID engineers.
 

Wasteways
 

Present plans for wasteways to safely discharge excess
 
drainage inflows or operational flows are inadequate. They are
 
insufficient in capacity and would not function if canal check
gates or lateral headgates were closed at the time of Lndesirable
 

flows. In order to protect the canal from overtopping, an
 
uncontrolled side-channel spillway wasteway should be provided
 

upstream of Lateral B.
 

Safety Features
 

Present plans do not include safety features at entrances
 

to the cut and cover reaches or siphons. These pose a threat to
 
the lives of children swimming in the canal, passengers in
 

vehicles which may, and certainly will, fall into the canals,
 
and domestic animals such as carabao. Safety nets or cables,
 

upstream inclined grills (trash-rack type structures) and escape
 
Ladders or hand-holds should be provided. (See "Design of Small
 
Canal Structures" U.S. Bureau of Reclamation 1974). In addition,
 
consideration should be given to fencing and warning signs at
 
dangerous locations and low deflecting guardrails along heavily
 
traveled sections of canal-bank service roads.
 

Water Levels
 

There are unconfirmed reports that the presently designed
 

water surfaces in the lower reaches of Lateral C are too low to
 
serve parts of the service area. This potential problem, as
 

well as others which may exist, should be investigated by the
 
PMO, BRBDP and USAID field-level engineers (See formal monthly
 
meeting discussed below under Supervision and Inspection). Reme
dial actions, such as relift pumps or others, should be included
 
as required.
 

l/ Project Management Office, National Irrigation Administration
 
2/ Bicol River Basin Development Program
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Compaction
 

Present construction procedures indicate an awareness of the
 
necessity of adequate compaction of embankments and backfill.
 
Continued attention should be given to this requirement especially
 
when backfilling around structures, to avoid future settlement
 
and seepage problems.
 

PakyaoI' Labor-Intensive Construction
 

The farm ditches and drains and some of the smaller laterals
 
are being satisfactcrily constructed by labor-intensive "pakyao"
 
contracts. This practice appears desirable for several reasons:
 
(1) There is a shortage of suitable equipment to construct these
 
facilities (2) The earnings by local laborers benefit the area
 
which is economically depressed with severe underemployment
 
(3) Local participation in the construction may involve many of
 
the local residents with a sense of identity and pride in their
 
project and its potential for their improved economic well
being.
 

One problem in the past, that of laborers quitting their
 
jobs, probably stemmed from the practice of contracting for
 
pakyao labor with a labor contractor. In an unknown number of
 
cases, the contractor reportedly kept a disproportionately large
 
share of the contract payment for himself. This would under
standably cause resentment on the part of the laborers and reduce
 
their incentive to work. It is understood that attempts are
 
now being made to contract for labor with the local farmers
 
cooperatives and emerging irrigat6rs' association groups. This
 
procedure appears to have the advantage of better distribution
 
of the funds paid as well as further increasing local identifi
cation with the facilities which they will eventually use for
 
their immediate benefit.
 

In constructing embankments with pakyao labor, particular
 
care should be exercised to obtain adequate compaction below
 
the operating water level in a lateral or ditch or the probable
 
water level of side-hill drainage. Hand-tampers could be bene
ficially used where pick-and-shovel work in dry soils results
 
in large clods.
 

I/ Labor-contract for specific amount of work in specified time
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Environmental Impact
 

Construction activities to date have taken reasonable pre

cautions to minimize unavoidable adverse environmental effects
 
as recommended in the Environmental Analysis of the Project Paper,
 
May 1975.
 

Provisions for Operation and Maintenance after Construction
 

The Project Management Office (PHO) contemplates operating
 
and maintaining the entire system for the first full year after
 

completion of construction. It will utilize such portions of
 

the existing organization and available equipment as required.
 

In those portions of the area where local groups of farmers are
 
already trained, they will operate and maintain their individual
 
farm delivery and drainage systems.
 

Current plans are to gradually turn over operation and main

tenance in stages over a 5-year period to local irrigation asso

ciations. The purpose of staging is to permit the local farmers'
 
organizations to accumulate necessary knowledge, experience and
 
financial reserves.
 

Contemplated stages of 0 & M turnover are as follows:
 

Second year of operation: Local groups comprising
 
rotational units (20-50 hectares) operate and maintain
 

their individual farm delivery and drainage systems
 
beyond their lateral turn-out.
 

Third Year: Groups or rotational units operate and
 
maintain the sub-lateral serving them.
 

Fourth year: Operation and maintenance of each prin

cipal lateral are taken over by the irrigators
 
associations served from that lateral.
 

Fifth year: Turn over operation and maintenance of
 
all facilities to an overall irrigators association.
 

In order to protect the government's investment and interest
 
in the project, at each stage and after the fourth year, BRBDP
 

or NIA should reserve the right and authorihy to inspect opera

tion and maintenance procedures and enforce such remedial actions
 
as required.
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Status of Construction
 

Figures 1, 2 & 3 show the status of construction of all
 
facilities in detail, as of May 15, L979.
 

Figure 1 shows the location and extent of the primary faci

lities which were substantially constructed at one time, the
 

portions which were subsequently significantly damaged by heavy
 
rains and the portions which afterwards were reconstructed.
 

Figure 2 shows similar information for the farm distribution
 
and drainage systems (often referred to as terminal facilities).
 

Figure 3 shows the present status of each facility, by
 

reaches, and therefore the work remaining to be done. Table i
 

lists the remaining work to be done by item, quantity and estimated
 
cost.
 

Progress since last Evaluation. May 1978
 

Frequent heavy rains starting in June 1978 and typhoons in
 

October, November and April impeded progress and caused substani

tial damage requiring extensive rehabilitation work.
 

The following work was accomplished during the period:
 

Pumping Plant Structure now about 75% completed.
 

Protection Dikes i & 2 completed except segment through
 
the Municipality of Cahusao
 

Main Canal: 	 Considerable excavation and removal of
 

slides through heavy cut sections
 

Progress on constructing cut and cover
 

sections
 

Completion of Tunnel under the railroad
 

except for grouting
 

Excavation of lower reaches of canal
 

Laterals: 	 Excavation, roads and structures on
 
Laterals A & B.
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Table 1: RemaniLng Work 
Estimated Cost 

Item Quantity Million 

1. Main Canal
 

A. Cut & Cover 0.234 Km. 	 2.38
 
3. Deep Cut 	 1.87 Km.
 

1. Excavation & Overhaul 101,000 cu. in. 	 0.69
 

2. Lengthening of cut & 
cdver 675 cu.m. Class "A" coLacrete 1.29 

3. Concrete lining 310 cu.m. Slab lining 0.14
 
4. Rock excavation 31,000 cu.m. 	 0.21
 

C. Remaining portion 5.8 Km. 	 0.79
 
D. Structures 	 514 Cu.M. = Crate 0.23 
E. Service Roads 5.7 Km. 	 0.61
 

II. Laterals
 

A. Canals 	 14.4 Kin. 0.25 

B. Service Roads 19.2 Km. 	 1.08
 

C. Structu 	 642-00' cu.d. ± i concrete 0.35 

1T1. Protection Pike No. 2 1.38 Kin. 	 (.O45 

IV. Terminal Facilities 50 Kin. 	 0.54 

V. 	Trash. Rocks & Other Safetv 
1,500 kgs. - RSB 0.016features 

Vi. RighL-of-Way & Damages Lump suin 0.43 

VII. Contingencies 	 0.075
 

VII!. Engineering & Supervision 	 !.55 

IX. YMana ,., ,L & Surcharge 	 U.-. 

2.79
 

TOTAL V 13.501.
 

X. Price Adjustment 
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Laterals are now about 90% completed.
 

Farm Ditches & Drains: now about 80% completed.
 

Percentage of Completion
 

One measure of accomplishment to date is a comparison of total
 
costs incurred to date compared with total costs to completion.
 
Total costs incurred to date have been A45.4 million. Total addi
tional cost to complete project facilities is V13.5 million, includ
ing the revisions discussed above. Using these figures, the cons
truction is 77% completed as of May 15. It should be noted that
 
expenditures to date include considerable costs of rehabilitation
 
due to damages by heavy rains and flooding.
 

Since the above figures include costs of equipment, and
 
procurement items such as pumps, motors, steel pipes and gates,
 
a better indication of construction activity completed to date is
 
a comparison of expended and costs-to-complete without the inclu
sion of procurement items. On this basis, the construction acti
vity is 75% completed.
 

Schedule for CompLetion
 

The presently estimated schedule for completion is shown on
 
Figure 4. Assuming normal rainfall conditions and expeditious
 
provision of funds, material, equipment and manpower as needed,
 
construction of facilities should be completed by June 1980.
 

Lateral and farm ditch construction actLvities should be
 
concentrated as much as practical on LaLeral A and its service
 
area. This would permit water deliveries as soon as the river
 
diversion pumps are completed even though the main canal deep-cut
 
construction is still not completed.
 

Resoitrces Needed
 

Figure 4 also shows the amount and timing of funds, equip
ment, materials and manpower needed to complete the project.
 

Supervision and Inspection
 

The PHO is responsible for the construction of project faci

lities. There are some limitations on the extent of changes which
 
he can make in the field. Significant changes must be referred
 
to the NIA Office of Special Projects in Manila. He administers
 
and supervises construction contracts and force account construct
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ion by his own forces. An inspection and materials testing section
 
within his office inspects and tests all construction work whether
 

by contractors or force-account work. The inspection activities
 
appear to be reasonably effective.
 

BRBDP and USAID engineers located at the Bicol Program Office
 

at Pili, Camarines Sur Province, also regularly make field inspect

ions of construction activities. They do so jointly or separately
 
but mutually discuss their findings. Their function and authority
 
ia largely advisory. They discuss their specific findings with
 
the Project Manager and staff and exchange correspondence with
 
the P11 on the more significant issues. An effective spirit of
 
cooperation among the qualified individuals involved has led to
 
smooth and effective working relationships.
 

The effective working relationship of the three agencies
 
involved would be increased if: (I) the maximum practical extent
 

of authority and responsibility would be delegated to action

level field personnel of the three agencies so as to effectively
 

and efficiently complete project construction and (2) with such
 
authority, the three field representatives would meet regularly,
 

at least once a month, to review general progress, identify
 

problems and make necessary changes. The results of such meetings
 

would be reported with adequate justification for any changes
 

made, to the central office of each agency. Copies of the reports,
 
signed as noted, would be returned expeditiously to the field
 
offices to become part of their records as evidence of no object
ions. Any inordinate delay, say two weeks, in returning noted
 
copies should be considered as acceptance.
 

At times, when the three agency field representatives see
 
the need for courses of action which are either beyond the capa
bility of resources available to them or beyond their delegated
 
authority, they should be responsible for presenting specific
 
recommendations in their report - who, what, when, how something
 
critical to the project should be accomplished. Copies of such
 

reports should be returned expeditiously to ihe field office with
 
approval signatures of centrPl offices. In situations where timie
 

considerations are essential, the field representatives should
 
indicate in their recommendation a critical date at which time,
 

if no approval signature has been received, approval is considered
 

given. Needless to say, this last procedure should be used
 
sparitigly and only as necessary to the successful expeditious
 
construction of the project.
 

Obviously, the above suggested procedures would require the
 
continued availability in the central offices of personnel quali
fied to act on the reports and recommended actions.
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Causes of Delays
 

Considerable delays have been experienced in the corstruction
 
of this project. In fact, the major bottleneck today, the deep
 
excavation reach of the main canal, is only slightly better than
 
a holding action--removal of slide and erosion materials from the
 
steep excavated slopes.
 

Delays are primarily attributable to the follo;ing:
 

Repeated heavy rains including typhoons with attendant
 
damage to previously constructed sections;
 

Changes in canal alignment through heavy cut reaches; 

InadequaLe und erroneous topographic and alignment 
surveys; 

Inadequate and erzonaeus sub-surface exploranion of 
areas to be excavated;
 

Administrative problen!s within the organization of the
 

principal contractor for heavy excavation, iTRCON;
 

Scarcity of critical materials such as cement for
 
concrete structures ar'..fuel for equipment;
 

L's force
Lack of enough suitable equipment for N T


account construction;
 

Occasional rights-of-way problems.
 

Heavv Rains 

Since heavy rains in almost any season are a way of iLf' . 
the Bicol Area, construction planning should have anticipa ei 
this probability and made appropriate provisions rather than opti
mistically assuming the best probable weather conditions. Advi__
 

from construction experts with considerable experience in heavy
 

rainfall areas could be beneficial. To this writer, not such an
 

expert, it appears that consideration should have been given to
 
constructing the heavy excavation upstream so as to dispose of
 

drainage inflows, by gravity, completing each section into as
 
stable a section as posible while proceeding upstream. Second,
 
drainage inflows from the uphill sides of cut sections should have
 

been anticipated and, if possible, diverted, at least temporarily
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Scarcity of Critical _Mteraln - Cement and feel 

Such shortages will, of course, at 
time., unavoidably develop.

But they could be minimized with sufficiently advanced scheduling,

requisitioning and an efficient responsible chain-of-responsibility

organization to insure delivery on-site, as needed, if at all

possible. Such procedures, if not now existent or if veak, should
 
be established and strengthened.
 

Lack of enouah Suitable Eaui2Mgnt for Force Account Construction
 

The above discussion of material scarcity applies equally
 
to equipment requirements.
 

Rights-of-Way Froblems
 

In one instance, a local landowner has cut constructed lateral 
roads and precluded construction activities in part of the area. 
The matter is now reportedly being resolved by NIA's legal staff
in Manila. Essential to construction of these or similar facili
ties is expeditious right-of-way acquisition and the right of 
eminent domain by the $overnment~construction agency. Except

for this instance, R/?' acquisition on this project has not been a

serious problem and available legal procedures have been adequate.
 

Recomwendationa
 

1. Adequate funds should be budgeted and made available to the
 
PMO to permit completion of construction according to the
 
schedules shown in Figure 4. Construction progress should be
 
carefully monitored. 
 If it becomes apparent that the presently

estimated completion date of June 30, 1980 may be further de
layed, extension of terminal dates under the USAID loan agree
ment should be requested.
 

2. 	Adequate funds should be budgeted to permit the PFhO to operate

and maintain the project facilities during the initial years

of operation (1980-85).
 

3. 	Current plans for construction should be revised as discussed
 
above to include an extension of the cut and cover section
 
for about 300 meters beyond station 2+401, a wasteway on the
 
main canal upstream of Lateral B and safety facilities. The

O, with assistance as required from, NIA and in consultation
 

with BRBDP and USAID field engineers, should immediately pre
pare any necessary designs and proceed with construction.
 



4. 	 Contracts for Pakyao labor should be made with the local
 
farmers' cooperative organizations or irrigation association
 
rotation areas or units to the maximum extent pos3ible. The
 
PMO Contract Administration Section should obtain satis
factory evidence that individual laborers are receiving
 
an equitable portion of the contract payments.
 

5. 	The presently contemplated stages of turning over operstion
 
aud maintenance of the facilities to local associations during
 
the first five years of operation should be continuously
 
reviewed and shortened to the maximum extent possible con
sistent with the demonstration of technical and financial
 
capability of the local associations. Operation and mainte
nance agreements should reserve the right and authority for
 
the BRBDP or NIA to inspect procedures and enforce required
 
remedial actions.
 

6. 	A mechanism should be developed, if none now exists, to give
 
some form of taxing power to the local associations over 
pr.%pertv within their di9rrict --, as to instire financial 
participation by all beneficiaries as well as Lo increase 
.ital incentive to protect and W6ijLailU i LiutLr XLui 2i L ie. 

7. Necessary equipment, materials and fuel sho.il.' , -,:, i i ,,erl 

sufficiently in adv-nce of anticipated needs iQd acdmiii.stra
tive procedures streamlined to in-sure t:',eiy Thli,,er' to the 
project area.
 

S. 	In addition to the present frequent discussions .ith ?:IO
 
regarding particular constructton items, BR1BDP zti! ISID
 
tield-level engineers should meet at least month.', the
.it 

PI-10 	 on a formal basis to assess progress of construction,
 
identify problems, review adequacy of plan and fAci1iL 1I ti 
take 	remedial actions or develop recommendations. As discussed
 
above under Supervision and Inspection, appropriate authorities
 
and responsibilities should be delegated and reporting anu
 
approval procedures established.
 

9. 	The PMO, BRBDP and USAID field-level engineers should immediately
 
investigate the adequacy of presently-designed water surface
 

elevations in the laterals to serve all portions of the
 
service area. Remedial actions, if needed, should be included
 
in the construction. Also, Lateral A and its farm ditch
 
system should be completed so as to be operable as soon as the
 
river diversion pump is completed.
 

10. 	 Upon completion of construction a final inspection should
 
include trial operation of all portions of the system. Parti
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cular attention should be given to potentirt seepage 
problems around canal structures as well as tnough embank
ments. 

11. 	 On future irrigation construction projects, ideqiite and re
liable de.ni-n data, ,nrticularly topography and sub-surface 
i:.=terial investi atiolu, should be obtained eitrry enough to 
permit satisfactory 3 11,nment and design studlie: .-nd cons
triiction procedu,*:... 
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The historical s.m; cs of d L ':'J Lies and cY-,m have been 
recorded in previ.ous e'i'..laaihuri epw.o and require no further"
 
discussion here, other than as they iay ccntinue -co Lmnde proeress
 
toward establishment of a v abia orar:izaticnei structure and
 
management system to ef' cc vely adtaius'er the ', i.tutional/
 
extension component of the p'roject. 'While subotntlIal progress

has been made in the 'mear '-llc'-,In: the last ovqluation,, problems
 

pRersist and the purpose is still scao distance from having been 
achieved. All c n_ of the prWhm; and .'e taking 
steps to solve them. 

Organi - inz Struc, ure and iH:w'. t.'h os 

On parc-, the crrarnization.al structure reprea:. a super
imposition of the NIA/AX'C structure upon the BflCC/iBRI3DFO-ADT/

ADO structure. To the evaluation tet.n, it refict,s :".A's desig
nation as project executing aeLt (and primary a<.iLnistrator), and 
the de facto insLaliti : of .l., insoitutionoi-.i: o....t 4 
stru:ture as -e. .s.'.. The isthe a.:-inistrative .n. FMO he 
project-level adinistret've unit. '2he ADCC is 2tablished as an 
adjuicu to the F,4O as a means of' strengthening the access of the 
Project Manager, as AECC Chuic!-amn, to the _f A 
utilization in -his particular project. enio:" linc-agency per
sonu"l, most servingL ul-: L*C, comprise u:a :'. nierzhip ol 
OCC, with the Head of FMO's: Institutional and . rlivision 
%_ M) as acting c imn. ±is aii-or ent, .-JCI ie 7;natIa 
-the Composite Man&gement ,) i:'c't;for the I:tit',.ic-nJ, tnsion 
component of the project.
 

During the early sta,ges of the rei., of t=e ',.olution of the 
organizational arrtangame.- z f)zr adxinistration of ie I',je2.;, t.ic 
outside members of the evaluation team shared the concerns exreissc-d 
ia prior evaluations, i.e., that NIA, through its i1hO/ADCC rt.re 
was working in parallel but uncoordinated (and by implication, dup
licative and inefficient) fashion with (and in a sense, a:7ain3t)
the ADT/ADC on the instituticnal developnent asrmects of r.ne projecu. 
Here was apparent evidence of' what these evaluators saw as a sruggle
bet..een BFP3DP forces, with their structural model, and the i-.l-, 
of N'IA, seeking to install instead its instituionalized model And 
thereby gain greater control of project aduministration. 

There is evidence that conceptual differences ive exdsted, aino 
t at -heir resolution (e.g., payment of incentive allowances to 
Interagency personnel and the employment of EDF contractural services)
 

http:crrarnization.al
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delayed implementaticn of the J.nintitutirnal comnonent of the project. 
However, this is no longer a case of Jnteragency rivalry and c!:m
petition for domination of the project. Clearly, now, tae situation 
is one wherein capable pecple are cavscientiously grappling with 
the extremely difficult substantive problems of trying to make tnis 
particular project worK. Lt can be argued that different approaches 
might have been taken; that earlier and more intensive ai;L ntion 

should have been given to the institutional component; but tnLi 

is history. The AEK]C e ists; so, too, does the APT/ADC. In most 
respects they appear to function as a combined bc'iy. The salient 
issue here is not one of parallelism and inefficiency, but how this 

composite coordinating body shall now be utilized to assemble and 

deliver to the project the properli-bcheduled services of an optimally 

staffed and qualified group of intera-gency speciaiist and extension 

personnel.
 

An important point is that the £fu-u uf WLA aLtention has now 
very apparently broadened. It is still concerned, of course, with 

th,, engiueerizng,/constructicn components of the system, for critical 

problems must still be solved t,) c,;mplete construction on schedule. 
But there is now obvious aarenesz that successful operati al of the 
systam depends also upon completion of the institutLion Component, 

and this is now given a much higher priority than formerly on NIA's
 

agenda. A policy decision has been taken by N'-tX'P '.' ±.Py .e. 
in L/C IAD, the feasibility of farmer ownership anat ;tn:.gu::eat, an. 
at tne time of this writins a w;orkihon (the first in a scheduled 

series of three) is underway to (a) finalize tue construction 
completion schedule .!iid (b) on this basis, finalize the imple

mentation plan and schedule for complelion of tie in.rizuticnal 
component. (In response to Lezic, dccisjcn; reacneu at the 1978 

tvaluation review, NIA distributed a draft institutional componet 
implementation plan in September 1978. That iraft plan is now 

being finalized. ) 

At this stage of developing and finalizi.ng instituticrial 
arrangements, several fundamental organizational and administrative 
issues are outstanding. How these are resolved, in the opinion of 

the evaluators, will affect the achievement of project subpurpose, 

paraphrased: the establishment of an effective local/project-level
 

management competency and system. Several of these might be treated
 

as sub-issues or elements of the general issue of centralization
 

3. decentralization, and are discussed below. 

http:finalizi.ng
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Role and Function of the P.10 instituticnal 6nd Agricultural Develop
ment Division (I/ADD)
 

Previous evaluation reEroi-- lhave :.:ted that "full staffing 
of the Division remains incomlete," and that reiLan. the case 
at this date. The explanation, variously expressed, has been that 
NIA/OSP and the Project Mutu&=r tave been priiarlly corcclned 
with physical constructicn, and that full support of the Division 
responsible for the institutional corponent has been relegated 
to secondary position. In-for.matian available to ;hli evalutti i 
team confirms the understaifing, relative to t1he tablc of organi
zation positions; suggests that the morale of staff is low; and
 
that there is considerable concern about their individual and 
collective future. Reportcdly, the Division haz bfen informed 
that its funding will terminate in December 1979, or perhxaps even 
earlier. 

Here, again, the role of I/ADD versus that of ADCC, and of
 
both against ADI'/ALC could be argued in terms of whether an in
dige.r-,u4 project iustitutiL.al raiiagement staff should. ha been 
installed and supported, or wh:tlier more reliance .Aould have been 
placed on the establishment of nn effective interagency management
 
team. This, too, in the vie,, of the evaluators is largely of
 
historical interest and begs the real issue. Given that NIA hns
 
assumed primary responsibility for the institutional development
 
component of the project, is it .,. NIA policy to develop, ilitall 
and leave a (decentralized) institutional managenent capability at 
the local level? If so, and the team strongly recomt=ends imple
menation of this policy, thtn I,/ADD's staffing ulden.s:3et',iu 
be re-assessed and confirmed; finrm budgetary support be provided; 
-taffing be completed; and axinum delegated iteuthority be to 
for completing development of the institutional component.
 

Role and Fanction of the Econcmic Development Foundation (f") 

The NIA contracted with EDF in September 1977 to take rev
pcsibility for (a) the organizaticn of farmers, through h 6Er!.S 
of subordinate groups, into an irrigators' association and (b) tUIe 
design and preparation of training modules for training of and u:._ 
by interagency extension personnel. EDF is now in the third and 
final stage of this work (progress and status reviewed in a follow
ing--tion) which will be completed and the present ccnirra-t 
(D640,OGO) terminated at the end of December 1979. 

http:iustitutiL.al
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The apparent reason for employing EDF to carry out thne above 
work was a judgment by NIA that an adequate project-level into-r
agency team could not be mobilized and meet the project schedule 
for completion of these required tasks. This decision, too, coula 
be debated, and its net impaict upon development of the institutional 
component argued. The important point, to the evaluators, is that 
EDF will have complied with its contractual obligations by the end 

of the year, at which time the fully staffed PMO/Interagency ream
 
should be qualified and expected to assume full respcusibility for
 
provision of adequate support to the farmtrs groups.
 

Further in this regard, it is the impression of the evaluators
 
that the decision to retain EDF was taken unilaterally by NIA.
 

From one point of view such unilateral action is a managerial pre
rogative, but not one which is conducive to the enhancement of
 
decentralized, local le;il paiticipation and mancgerial capability. 
Moreover, particularly with respect to the institutional component,
 
the RECC/BRBDPO shares responsibility, if not for project manage
ment -L__c se, certainly for project performance. As a riztLer of 
good management practice, as well as in the interest of developing 
a solid local organizational structurc management C:cpcCencC, 
all K:ey parties to the manage~ment/coorcinaLion process should be 
kept informed and given the opportunity to construct ve.y contribute 
to 'rh making of critical decislons. In= b,.-,mnou1eS trihL s.L;.. 
interchange has notice Lbly increased in tLn- past ,orith, %nd 
p±see the hope that it will be continued throuhout the cons
truction and operational per/ouis. 

lioLe of the NIA Irrigators' Assistance Department 

This recently reorganized (formerly the Agricultural tepartment) 
c-..Ut of NIA/OSP 1/ has completed an in-house evel, ti.- ," th-
Jnstitutional aspects of L/C !AD. The immediate appilc -t.on of 
evaluation findings will include finalization of the inboiLutional 
implementation plan, including establishment of water rates, an 
evaluaticn of the practicality of rotatiaial irrigation, a phased 
schedule for turnover of management of the system, - and con

sideration of other issues raised in the 1976 evaluaticn. The
 

1/ 	The organizational structure is currently being realigned and 
naiaes of units being changed. 

2/ 	 carrent implementation plans project a phased turnover to 
farmers over a five-year period following construction completicn.
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head of the Irrigators' Assistance Department (NIA/OSP .1anila)
 

is taking leadership in the ongoing workshops, previously men

tiomed, to deal with these issues.
 

The mandate of this Department, obviously under camable
 

direction and well-staffed with qualified professionals, extends 

beyond L/C IAD itself, to the development of organizational/ 
institutional/management mcdels for NIA's nationwiae irrigation 
program. Personnel of tLz .si.ai Institute of Menager.ent (AIM) 
are participating in tnis -ffurf, o d=velou case svudy inaterials. 
The establishment of the Department, and the direction and suppo±'L 
of its program, appear to represent a relatively new institutional
 

commitment by NIA to prepare to deal adequately with the insti
tutional elements of its major projects, with Lib'maian given high 
priority.
 

On balance, the team regaids IA's increased attention to 
th.e dei tlopment of an in-nousu institutional capability with 
favor, and commends NIA mannigement for its commitment. The 

challenge for L/C IAD is to incorporate the results of' NIA's 
accelerated institutional efforts into an enhanced project-level
 

administrative performance.
 

Pruie.]uU pJuration:
 
Development of Farmers' Organizstions
 

With assistance by EDF staff, co nsiderable progress has been
 

recorded over the past year in the organization of farmers' groups.
 

As of .ay 15, toward a program target of 129, ll R;taina! Arel 
Groups 17 had been organized.; of seven targeted Irrigation Districts,
 

orgenization of five had been completed. It was projeLctd .Lzat 

organiz.ticn of the remaining Rotational Areas and Irrigation
 
Districts would be completed, and the apex federation of irrigation
 

districts (the Irrigators' Service Cooperative) organized by
 

December 1979. 

The terminology, above, is that currently used by NIA/Pmu 
to identify the various farmers' groups cmiprising the or. .l 
structure and differs somewhat from that used in other Bicol Progr:-m 
component projects. As currently used by FM.O, the terms are defineu 
as follows: 

1 Of the 129 total, 16 are in areas now identified as non-irrigable. 



1. 	 RotationJ Unit (RU). Farmers at and with~n su:.picn.ntary 
farm ditch level of the f rrigation system; ciltivqting 
contiguous irrigated area.s, Labout 10 hu., ana norually 
also comprising the ccnnip, :r, f::rm group of t.. riafehang 
Nayon. 

' 2. 	 Rct i- Area (ib- ,,. .... J Rrm 

ditch level of' the irri'.ion system. 

3. 	 Irratir. District(T'. "]al corporate body made 
of 15-!ii RA's. 

4. 	 Irrigators Service Co.,ir:;tive (ISC). The ai:c:: (fecerawa) 
Irrigators AL...ciatiou. 

Orgr, iniatoral effoyrs 3'er the past yeer hn,'," coricentr:Lt'.d, 
fiL.3t; at RA level; than, s these were establishect, on grouping 
RAs ;.n o legally-constitured irriL1iol iisLriut:L. 

It is evident that the o';.ization of f-ir,,ers gmtups (RA's 

and ID's) has been conducted .: .;i.ructured largely iLapetnqently / 

of and outside the existing S3azahang Nayon cooperetive structure.-/ 

the 	 ID's are federated into th, project-level . ..ft.:'. 

~crt.t:1ve it appears that the latter could become e multi-purpose 

cooperative, functionally l.inked :it each level into the i6N 'Kh/&b 

cooperative system. Alteratively the first may focus on water
 
management, and the coorratie structure on other supporting ser
vices. Wat, if any, aignificawii these scmew*ht c fusing or'a.L
zaticnal aligninento have to thu degree of attainment of project 
pui-oose is not clear to the evaluators. These organizational decisions 
are yet to be made and are likely to be modified over time ao 
ment support services chang-. 

As noted earlier, 1.4 h's have been "orgcnized," aEIb.... 
Lo the xtcent -hat mrmbers have buen identified; a :uor'wi141 
members brought together at an organizational meeting; and off i'(--f 
elected. It appeE rs that little has been acccmplished in the formal 
organization of RU's as the smaller water management/compact farm 
sub-units of the RA's, and this must perhaps await completi -n of 
zerminnl facilities at supplementary farm ditch level in order to 
det,:'n' Just who those fari-ers with contiguous holdings will in 
fact be. 

i/ 	 And that in this respect the installation of the NIA/ADCC system 
has been parallel to and uncoordinated with ADT/ADC organizational 
efforts. The S11 System is organized on a barrio boundary basis 
whereas the irrigators groups are determined solely by irrigated
 
area - multiples or portions of barrios. 
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following characteristics : 

Numiber ul liA s 71 

STotal 2631 

~ Number of- Mcrnerc.: -- -~- ~ -~

>7(N-L Of (iupi:. Ziun 10 I 

srett,-.Tt -sdifficult to qualitativeiy a8 8,s tht2, Toveo 
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-i:iwt,-nd (c) persnalibc~ir ..9eement',,, .th thc funcl~on 

and. wi.lling to,-aSsume the respno'bilities.' By thdfiltAp.-.
 
gI- aorti6'nal p~rocess has byno mensbeen copee' anl
 

welasten'to ad).d'-clould not realisticly have been2 exetd L:o 

yet be compete). --

J~ -~Analysi~s of reportus ,d icctuiiors t PMvO/ADTCC/L).DI i 'i-u iu 

tARBDPO staff, an admitr,~w~~t farmers, inidica~ltl....Ve 
~ tam hatEDF undertook itsorganizationalrl srisyI~~4sKI 
wfere individually iden ifi'd r-ind contacted; pre-,organIizatft bnal 
Meetings were scheduleIdand at-rendd by about two-Thards 61' i ~I+1.A 7 it:K -'

-- 'fames;antthirds (wether -theVsame gcpn-known), RttenhdehjjA 


Subsequentor aiztionalhitxis _However,,~
 
interviewer Mrkingwt ti-,,-; vaiiia V asm L 41
 

ofea uderstanding,,to inldia.members bof4th' RA as a,orgni 
z~ation~orA of their~rl' and~rennibilities-in it.~ Mos 
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,.aeta hywr nwmmes oe ut noti all, underqtpo- K- '1-'
 
-omthingof~the concept of~coopeani ae o
 

sy:3-em. ~,Ul questicried on the issue of -Fyment,for the1 sybsLh,i
 
knew there-wo6uld be awatr ±fe'but ually refrrred to the exi sting 4 1 

V,, 


-1-cavan fee structure.~KA few~ ndicated they would have some iI"~~ 1A
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felt they could bear -the cost~ outof1 increased producticn. There7
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wha cost 1wouli Firniallj v1 
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although credit, its use and repayment, was specifically questioned,
 
none evidence exposure to the concept of joint/ot.vral debt re
payment liability.
 

In summary, essential steps in creating the organizational
 
structure, for operation of tne system have been completed. Not
 
by EDF alone, as might be inferred from the above, but also by and
 
through the training work of R,,O/ADCC and interagency staff. The 
framework of the structure Is now nearly in place, buL many gaps 
still remain in it subbtaicuc &aud content. Over the comiLg year, 
training/extension must fill those gaps if farmers and farmer
groups are to adequately carry their responsibilities when water 
becomes availible as scheduled in June 1980. 

Traiig dand Exteriiuri 

In general, the level and effectiveness of training efforts 
to date have been les8 than programmed. The reasons include the 
inherent difficulty of actually achieving full p!rticipaticn of 
interagency personnel, to which reference has repeatedly been mnae. 
This difficulty derives not only from problems in payment of incen
tive allowances and institutional rigidities, but also fron the 
long-delayed delivery of water. Agency representatives ask v.ith
 
sowe validity how water mantgeinernt or irrigated farm management 
can be taught effectively without water--or the prospect of having
 
it in the foreseeable future (most farms are still single rop 
rainfed). Demonstration far;ns as training laboratories? 1, Ye., 
but participation is limited uaainly to residents of those ano 
nearby areas. And from a Icarming point of view (re trin,iii 
f.articipation/effectiveness) a farmer's interest and motivation 
are not at their peak when tL.,.re is no foreseeable applicati..n. 

Partly as an aside, but also related to future extansion 
activities, farmers with whom we and others (members of an .-' iO.. 
Institute of Management tea,;) have talked have confLriud--vi'4.Ud1J'IJ 
without exception--the above observation regarding interest, 
motivation and foreseeable use. There is definite interest in 
having water, but also a highly evident feeling of skeptici&m ; 

a "we'll believe it when we see it" prevailing attitude. Thiz su6,
 

l/ Varietal, fertilizer, insecticide and other planned trials have 
been implemented on project area demonstration farms.
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that farmers should be informed honestly, com elyt ±nd i:twilediately
(a first task for IF.1O/Ztension) about the water deLivery situation. 
What, conservatively, are their odds tht ite- .;-rLi be delivered 
by the 19bO target date to a'l. areas? IV-h1at ml,. iM;api.en, and not 
happen, for that date to be fet? What, converrealy, atre their 
chances of hAving 	 lvat vxksto wit !-tother year? 	 v:actly con

1' it -houl _' L .'01.t3, L- wereWz J trance Jw
 
delivery in 1f, all concernea ,ith traning LhuIa logically
 
now reassess 
 their program, scliedule and personne requirements

with a vie,' to relatig prornm more closely to thnt later date.
 
This is not likel.y ho.r'vcr::cc tinn t Lutd to 
the 	expectation of ltO delivery. Lven so, a cricical review
 
of the program at. this point in time (water delivery minus one 
year) 'ould be aOkvantageo,'s in: 

1. 	 Dralwng intE: ;.-nc; atte;ntion to the need for their full
 
support of the progrZ-m.
 

2. 	Revising program cone:nt., scheduling a:d stai'fJlj a.; neeaed 
to meet training requirem-tnt . (Content shouJ.d srpecificrllv 
deal with risk and ri- i.zoAr~nt, i.e., :anagent opt,;r.. 
if water not available ui 6ciedule.) 

Training/e.-t.n:ion. na,-.ram. to rlate have ernrent.rt, i ,,o-r, 
heavily on specialists (trInjm, nf trainerL;) arid rnir!']. l ,o'Tru 
then upon the masses of r.:rz in the project u'ezi. This :h 
not be surprisinr: it is ch'cteristic of mo:7t extenzzio' }ro ., 
xirsicularly in their early Lta.-as. Even as progrunj .t L 
is al ays the tendenzy to "train most the most trainable." HopefuLLy,
lov,.emer, leader training bns now progressed to the point -.- !. 'unm 
emphasis can be given to the next, farmer, l.evel. Here uhere i:
 
the 	obvious ccncern that fanrers otherZi-e ;,-y not acquire -,betL1s 
requisite to their oartui-atichi in the system, ihere is LJ-J the 
concern, by some, that emphasis on leader trainir g w;ill only serve 
to further strengthen emerging of -. ,,_il s-zLii..dan echelon elite 
between the farmer and his full capitalization ,nproject benefit..
 

Project Area and Benefic-ia'ies 

The net irrigable area to be ultimately serviced by the project
hac not yet been exactly identified. Estimates of the service area 
range from 3,873 ha (Logframe Project Output) to 4,425 ha (1978 FMO 

http:ernrent.rt
http:iM;api.en
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Implemen ta ti ( P3o nfor the Institutinc-ICmT'czDporCn tof' LCIADi 
AP co± May 11979, t~ MO 'had identifiei hi 1h aind wiirr4 abe ai% 

afg:,f ng t. 4,48 La., leaving' an estimn ted net irijablci ar- , 

of ha. it ,7s rected:,that ,:additional szall areas ofoa is 

is com'pleted and tested, posibly reduciin&,the net irriII~ble rea 
i he, 'coplete!' Project tot 3,500,a unl~ess -booster puziijp1e an,, used.~ 

V/and. the, average~size 'of 'landholdineL tha or inl 
ror bv EcnrnC E6evtlopment Fonaion'"(LODF) di 

.,~. 	 conractor 'eim-ploycdby'NIArtd r~i'st in' th or niztio 
RoainlAes:Irgto itit and anrig~it'or' 'Sevict-~-~ ~ ,,, 

9Cooperative in the' prrje'bt area, 9 indicate that~as, oi'?eozuar~ ~W 
1090 farmers with total andholdilgs:'o± 2630 ha had boeen. organize 

;into1 71R tion.,al-Area . Th' av'ern g'&size '6t landholding for'hs 
pot n(buttoti-s of' tne ~Project area., ir -.these re-or.e~ 

4jfigures aretaRII at 9Thce'value, is'iThus aboudt12.k4-ha; ssorne,,1 

N~iAlr-et t.e l.',1,_ ha crit-inaUl'yestizitcd in the project: design. *i 
-eMo re cent 17) Tules ai'lediJFf0, u sugges 

<'~ 9~that ine averet: sLzue of forlr Wi C1t*1proJ"e-cLI at~aCL il;i
 
~be smew 1&~lrerif th&~hng6of 2.8. to5 ' ia.,ax~d.'t~ th
 

'r- "N"rjgat.i oi)will~be in the -neighbohoc)d99-of 150Pt, 
more likely extended fawily -~multipl~e' househld'.' This ilb 

claifed as r, organizations arejj:firmed'-up. The .data upon 'which 

within,1 the-var-ous : otatioax Areas'. In44o-e- RA,-±or example, BRBDPA. 

.nterrieverc wokn ,rtLte evaluation tem ideni ie thee' 
<4-Orners in addition< to the' 316 listed' on the, R4O roIster. Given the 

fragen~a i of hldings amiong two, 'three ad,pssi6ywore~BA 

9~~X~~44>,44 anth numn.rcai and.changing ~,tnurial-ni7oertingarrangetent54s9{ , 


~ 4<4~4 ~ alone, precise identificat on ofwho, is'doing what, where4'and'4when44
 
i~tl best difficultl. iCurrent,,numbei's must still be :cautiouslj 4y4494,,9
 

4~~~~"-' "<~'<9-4''Of0 scuewhat ' greater significance 9than the above, if the '' ,~KJ-"T

evlutinteam'se interpretation of, EDF reports. on the oraisto 
-4oAsis4 c'orrect)_.,' i the': ekdistence-of :quite large9 ,landholditngs~ 

-*maintained by a number of ',armers 9in the 9project area." Cetn 
namesaD~er reroeatedjly: -herse ' as'' RA- Leader, the re9 as RA Secretary-924,.4*24444 

9 reasurer;, again 9as 94both and as the only member of'one 32 ha and '4 ~' 
44'' 

Gt-~9-.4nhe-4+2 ha" RA.~ A three-memrber ' RA'has %an averagehiolding of
9 

4 13 4ha, 

4
At T ~ 4- 49-'~ 	 4~~'"-4 ''4 ~~.'944447~ 4-j'44''"' 	 444 2'499~94/-499--~,4 k444. ~ 	 4 
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with its RA Leader also listed as ]'-nder of a I3-'en', 41 : iiA. 

Two adjacent PAs wiLh a combined total of 106 ha and 1,2 mcme)u 

(u.veragt holding O,.u ha) are headed u thj same Leadcr a-

Treasurer, with the latter holding the se post in two other 
RAs; these with a total of 67 ha. and five members. Simila
situmtions seem likely to exist to a lesser degree among other 
individuals who cannot be as readily ic.ntified ., ,it,-,,
heAcre . iiS •r , "" v ut. ;; _ -',f . 

average size of holding being larger tnan expected but., m(W'c iuf 
portant, it suggcst& the ntcd for .:urThcr investig;ation and ,")icv 
decisions regarding actians to be taken. 

Lana tefuln 

PR-:DP ter rmbers confirmed that !.'lrgered lan ret'rrm 
activities have essentially been completed, except for final 

ducneriLatii, by '.Iknilu cfficcz and 1elivery of !,rL'!irer,..nI. 

Additional land reform 'questions have been identified ,zni will 
require resolution over the coming year. Delivery or" CLT-i Rn..I 
executian of icaseholds should be reconfirmed in tiel'eP O vkI.ur0on. 


