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water fee which considers:

a. the likely level and timing of increases in pro-
ductivity attributable to the provision of irri-
getion service,

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

c. prior statements of future water fees made by the
PMO to project area farmers. '

Inform farmers in the project area of:

a. estimated completion dete and expected water
delivery date,

b. their water allocetion and terminal facilities O&M
responsibilities, and

c. the size and derivation of the water fee described
in (6) above.

Re~determine if scheduled project completion date of

6/30/80 is firm for USAID reimbursement purposes. If

not, GOP and USATD take appropriete actions to request

extension terminal date or other action.

Do in-depth review of land reform program in Libmanan

and develop action plan to complete carpet coverage.

PMO/NIA

PO /NIA
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SUMMARY

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 equipment and occasional shortages of cement
and fuel. The physical facilities, with changes as jointly recomuended
herein, are adequate to provide long-term irrigation, drainage and tidal
flood protection to the service area. Under & 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 (BRBDFO) 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 ettaining full interagency participation in staffing,
but these are apparently moving toward resolution. Structural organization
of farmers groups has been largely completed, but substartial 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 stert of the final year before
scheduled weter 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 mansgement plan,
e 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 evelunation. It
reconfirmed the existence of unified project policy and direction and
facilitated timely, substantive project decisions.

EVALUATTON METHODOLOGY

This evaluation was conducted by a joint GOP-U.S. interagency teem,
consisting of representatives of the BRBDPO and USAID (by contract).

Raymond A. Bailey and Frank Stipak were employed by USAID under contract
with Public Administration Service to serve as outside mewbers of the joint
team and have been primarilv responsible for writing the Evaluetion Report
and Project Evaluation Sunmary. In this effort, they have been ably assisted
by other members of the team, in particular by Fernando Alsisto, Jr.,
Francisco Vergas, and Francisco Balitaan (contract) of the BREDFO. The NIA
Office of Special Projects (OSP) Manila and the Project Mansgemenmt Office at
Libmanun 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) anslyze and
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document accomplishments and problem areas and recommend courses of action
with realistic time-frames. The eveluation was based upon a review of
background documents, reports and other written communications, observations
at the project construction site and personal interviews with relevant
personnel.

EXTERNAL FACTORS

The major external factor affecting comnstruction 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, e comprehensive imple-
mentation plen 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 esteblishment of system costs,
benefits and charges to farmers and consideration of other issues raised
in the 1978 evalustion.

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.

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
campletion 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 end 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 PND/NIA
representatives is recomended.

In implementing the institutionel, extension and agricultural development
components of the project, there have been problems in establishing and
maintaining a full-staffed team of gualified interagency specialists and
extension personnel. 3Substantial progress has been made towerd 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:

l. Understaffing and less than planned inputs for the PMD
Institutional and Agricultural 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 meximm
authority be delegated to the deputy project manager for
completing targeted activities.

2. Uncerteainties, stemming largely from construction delays
and the date of irrigation service initiation, have
camplicated declsions regarding the disciplinary mix,
mmbers and scheduling of interagency persommel required
to complete the farmer training and institutionsl devel-
opment program. The team recommends that all concerned
agencies underteke & critical review of their program
and staffing needs for eppropriate action by their
regional offices.

QUTPUTS

The physical facilities, net of rehabilitation, are now estimated to be
about T completed. Flood and typhoon demage necessitated considerable
rehebilitetion work. The items discussed above, under INPUTS, also con-
tributed to delays.

Based on the revised CPM schedule by the PMD, 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-NEDA-USAID assessment is recom-

mended by February 1980.

Changes needed in physical facility outputs to achieve purposes are
(1) extension of cut-and-cover section of the main cenal for sbout
300 meters, adding a westeway and safety features, (2) modifying
pekyeo labor-intensive coniracting, (3) including provisions in
Operation and Maintenance agreements to guarantee continued viebility
of facilities, and (4) possible modification of water elevations in
laterals if recommended field investigetions disclose deficiencies.

In the institutional/training/organizational development components of
the project, conciderable progress has been made over the past year in
the organization of fermers 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 sccamplished in
organizing Rotational Units and the smaller water management/compact

farm sub-units of the Rotational Areass. 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 ares fermers.
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PURPOSE/SUBPURPOSE

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

Subpurpose: "The establislment of an organizational structure and
management system to facilitete coordinated participation of technical
agencies and locel leaders in an area spgcific development project.”

At purpose level, attaimment of End of Project Status (EOPS) conditions
must necessarily await campletion 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 waiter elevations in
certain lsierals (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 regionel agencies and local leaders in an area
specific development project.”

This eveluation team is pleased to report that maxny of these difficulties
have been resolved. Such problems as remain heve been identified and
brought openly to the surface, and 2ll concerned (particularly NIA, BERBDPO
regional line agencies and locel leaders) are now conscientiously working
to fully establish a regional/project level composite organizational ard
administrative cspability. Of perticular note, in this regard:

1. Conceptual differences between BRBDPC and NIA with respect
to the relstionships between the farmer's Areas Develomment
Team (ADT)/Aree Development Council (ADC) structure and
NIA's Project Menagement Office (PMD)/Agriculiurel Devel-
opment Coordineting Cormitiee (ADCC) structure no longer
exist as & practicel, orverstionel concern. In practice,
the ADT/ADC and the ADCC function as one composite project-
level coordinsting grouv, with the PM0 ac the project
administrative unit.

2. The focus of NIA attention has broadened, and now vlaces more
emphasis than formerly, on support end ccmpletion of the
institutionel components of the project. The evaluation
team recomrends continuation of that support to include, in
perticular, full steffing and assured budgetary support of
the M0 and delegetion of maximon authority to the PM0 for
administration of the institutional component.

GOAL/SUBGOAL

Goel: '"Increased income, equitably distributed: increesed on-farm
employment, and improved perceived and objective quality of life among
residents of the project area."
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Subgoal: "Inereased rice productivity per hectare."

Progress toward goel and subgoal achievement cannot begin to be
objectively measured until the project has been in operation for at least
one year. Assuming construction is completed in June 1980, the first
Pield impact evaluation should be scheduled for Jume 1981 (or Jume 1982).
This project is also included as & pilot impact eveluation effort under
the USATD-supported Economic and Social Tmpact Anslysis/Women in Devel-
opment (ESIA/WID) Project under NEDA. :

20. BENEFICIARIES

Preliminary data indicate that the number of households will prove to be
slightly lower, and the average size of landholding larger, than originally
estimated. This is possibly due to the cammon practice in which elderly
parents hold title to all of the land worked by the families of their sons
and dsughters. This then appears to be the single, large landholding of
one household. The true number of beneficiary families should be clarified
when complete beneficiary data became available,

21. UNPLANNED EFFECTS

Beyond the unplanned effects discussed in previous evaluations, certain
adverse ,(as well as positive) effects were noted in an April 9 summary
reportl/ from interviews with selected farmers in the project area. Five
farmers indicated adverse design/construciion side effects including loceal
interference with Arainsge, loss of existing (Handong system) irrigation
water, end loss of land to road and canal construction. This evaluation
team observes that the incidence of such side effects is small relative to
the total pooulation of the area. They are meinly to be of short-term
nature, but appear persistent becsuse of repeated construction delays.
Most are scheduled for correction once the system is completed and tested.

-22, LESSONS LEAXNED

Lessons reported in previous evaluations regarding the difficulty of devel-
oping end installing reg.onal level organizational structures and menagement
systems for attaining fuil interagency coordination and participation have
been reconfirmed. The increased effort, however, pays in terms of broader
participation by different line agencies, local govermment and local
institutions.

The difficulties experienced in excavating the deep excevation sections of
the mein cansl have amply demonstrsted the need for edequate pre-construction
planning and field data such as topogrephy, horizontal and vertical contral
and sub-surface exploraticns.

23. SPECIAL COMMENTS AND REMARKS

Additionsl details are included in a two-part joint GOP-U.S. 2valuation
team report dated June 22, 1979,

I. Evalustion of Physicel Facilities (13 pages and 4 figures)

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

T/ Gerald C. Hickey and Robert H. Flammang, ASTA/TR/SERD (AID/W), April 1979.
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Foreword

The 197Y evaluation of the Libmanan-Cabusao IAD I Projact
was conducted by a joint team consisting of represeatatives of
the BRBDPO and USAID contractors. Raymond A, Bailey and Frank
Stipak Liere engaged by USAID under comtract 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, lart I deals
with the project's physical facilities; Part II with its organi-
zation, management and operating systems. HMr, Stipak was prima-
rily responsible for writing Part I, but with the able assist-
aace of other team members and particularly Engineer Francisco
Vargas of BRBOP. Valuable coatrihutions were made by Engineers
Ramon Caceres, Project Manager; Guillermo Rinosa of NIA;
Patermucio Caliejas nf BREDP; Orlande Glano and Feliciano derdin
of the PMO; Ralph Bird and Oscar Bermilln of USAIDéNagn; and
Keith Long, USAID Consultant.

Dr. Bailey took primary responsibiltity for writing Part II
but also with the active support of team members Jun Alcisto
and Francisco Balitaan of the BRBDP staff.

L/ Dr. Bailey is 2 senior membter of the Public Administration
Service (PLS) Uashiiugton headquarters staff and has broad
axperience 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 eungineering and water resource development and
management.
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SUMMARY

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, observationsg at the project construct-
ion site and personal interviews with relevant personnel,

There have been further delays in construccion of the physical
facilities since the last evaluation (Huy 1978) due to heavy rain,
including typhoons, as well as lack of adequate equipment and
occasional shortages of cement and fuel. et of rehabilitation
work necesgitated bv flood and typhoon damage, physical facilities
are now estimated to be about 77% completed.

Based on a revised CPH construction schedule, nhvsical faci-
lities could be completed bv June 30, 198G if there is no unusually
heavy typhoon damage again, as last year, and if requisite cons-
truccica equlpment aad raterials are made available. Progress
should be carefully monitored, and if further delays in complecion
hecome evident bv February 1980, extension of terminal dates
should be requested by GOP.

The physical facilities, with chinges as jointly recommenceu
herein, are jndged adequate to provide long~-term irrigation,
drainage and tidal flood protection to the service area. Changes
needed to achieve purpcses are (1) cxteasion cf cut-and-cover
section of the main canal for about 300 meters, adding a waste-
wav and safetv foaturcs, (2) modifving pakvae labor-intensive
contracts, (3) incleding provisions in Oreration and Maintenance
agreements to guarantee continued viability of facilities ana
(&) possible modification of water elevations in laterals if
recommended ficld investigations disclose derficiencies.

In implementaticn of the organizatiounal/institutional/tcain-
ing components, pravious differences between the National Irriga-
tion aduiinistration (NIA) and the Bicui River dasin Davelopment
Progr.m Office (BRBDPO) have been resolved, and an efiective
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.



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 institutional component and is now, at the start of
the final year before scheduled water delivery, finalizing the
detailed {mplementation plan for completion of this component.

The plan includes definition and scheduling of required inter-
agency ataff; the finalization of a water management plan, includ-
ing water rates to be charged; and a phased five-year schedule

for system turnovar to farmers.



PART I

EVALUATION OF.PHYSICAL FACILITIES

The following facilitias are being conatructed with
necessary appurtenancas to provide irrigation, drainage, and
tidal protecticn for a service area of an estimated 3,916 hectares:

Pumping Plant 6.1 cubic meters per
gecond, 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 Dralns, including improve-

ment of natural drains 48,8 kilometers
Tidal Protection Dikes 16.6 kilometers

Adequacyv of Plan and Tacilities

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

Deep Cut Reach

The present (May 1979) plans for the Main Canal include a
deep-cut reach beyond Station 2+401l, the present end of the cut
and cover reach. The upstream porticn of this reach is in a
very deep cut with steep, unstable slopes of poor material. It
has teen subject to considerable slope erosion and slides during
heavy rafns since the start of construction, It is questionable
whether this reach can be successfully excavated as an copen
caral with the continued expected occurrence of heavy rainfall.
It is certain that, if so constructed, it will be a source ot
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,



Corstruction and maintenance problems would be considerably
reduced by changing the design of this reach to a cut and cover
design beyond station 2+4 1 for about 300 metaers as determined
in the field by PMO/NIA,L/BRBDP2/ and USAID engineers.

Wasteways

Present plans for wasteways to safely discharge excess
drainage inflowe or operational flows are inadequate. They are
ingsufficient in capacity and would not function if canal check-
gates or lateral headgates were closed at the time of undesirable
flows. In order to protect the canal from overtopping, an
uncontrolled side-channal 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). 1In 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 Insgpection). Reme-
dial actions, such ag relift pumps or others, should be included
a5 required.

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



Compactiorn

Present conatruction 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,

Pakyaol/ Labor-Intensive Construction

The farm ditches and drains and some of the smaller laterals
are being satisfactctily constructed by labor-intensive '‘pakyac"
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 econowmic well-
being.

One problem in the past, that of laborers quitting their
jobs, probably stemmed from the practice of contracting for
pakydo labor with a labor coatractor. 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 irrigatérs' 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 coastructing 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.

1/ Labor-contract for specific amount of work in specified time



Enviroamantal 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 (PMO) 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 avaiiable equipment as required.
In those portiong 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 S5~year period to local irrigation asso-
clations. The purpose of staging is to permit the local farmers'
organizations to accumulate necessary knowledge, experience and
financial reserves.

Contemplated stages of O & 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 associetion.

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 authoriiy 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
faciiities in detail, as of May 15, 1979.

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 1
l1ists 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 substan-
tial damage requiring extensive rehabilitation work.

The following work was accomplished during the period:

Pumping Plant Structure now about 75% completed.

Protection Dikes 1 & 2 completed except segment through
the Municipality of Cahusao

Main Canal: Considerable excavation and removal of
slides through heavy cut sections

Progress on coustructing cut and cover
sections

Completion of Tunmnel 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 l: Remaining York

Estimated Cost
Item Quantity ¥ Million

1. Main Canal

A, Cut & Cover 0.234 Knm., 2.38
8. Deep Cut 1.87 Km,
1. BExcavation & Overhaul 101,000 cu, m, 0.69
2. Lengthening of cut &
cover 675 cu.m, Class "A" concrete 1,29
3. Concrete lining 310 cu.m, Slab lining 0.14
4, Rock excavation 31,000 cu,nm, 0.21
C. Remaining portion 5.8 Km, u.79
D. Structures 514 cu.m, cnerate 0.23
E. Service Roads 5.7 Km, 0.61

II. Laterals

A, Canals 14,4 Km, 0.25

B. Service Roads 19.2 Km 1.08

C. Structuces 042 cu.ii. 400U PS1 coacrete 0,33
ITI. Protection Dike No. 2 1.38 Km, 0,045
I1¥. Terminal Facilities 50 Km, 0.54

V. Trash Rocks & Other Safety

features 1,500 kgs. - RSB 0.016

vi. Right-of-Way & Damages Lump sum 0.43
VII. Coatingencies 0.075
VIII, Engineering & Supervision L.55
IX. Managewcai e & Jurcharge Veroo
X. Price Adiustment 2,79

TOTAL P 13,501
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Laterals are now about 907 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 comparad with total costs to completion.
Total costs incurred to date have been P45.4 million, Total addi-
tional cost to complete project facilities is P13.5 million, includ-
ing the revisions discussed above. Using these figures, the cons-
truction 18 77% completed as of May 15. Tt should be noted that
expenditures to date include considerable costs of rehabilitation
due to damages by hecavy 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 1is
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 couditions 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 activities should be
concentrated as much as practical on Lateral & aund its service
area. This would permit water dellveries as soon as the river
diversion pumps are ccmpleted even though the main canal deep-cut
construction is still not completed.

Regonrces Needed

Figure 4 also shows the amount and timing of funds, equip-
ment, waterials and manpower needed to complete tha prcject.

Supervision and Inspection

Tte PMO 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 {nepection and materials testing section
within his office inapects 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 discusa their specific findings with
the Project Manager and staff and exchange correspondence with
the PMO on the more significant issues. An effective spirit of
cooperation among the qualified individuals involved has led to
smooth and effective worlking relationships.

The effective working relationship of the three agencies
involved would be increased if: (1) 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 comple te 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 thelr 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 ficld 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 the field office with
approval signatures of centrsl offices. Ln situations whece time
considerations are essential, the field representatives should
indicate in their recommendation a critical date at which time,
i€ no approval sgignature has been received, approval is considered
given, Needless to say, this last procedure should be used
spariugly and only as necessary to the successful expeditious
construction of the project.

Obviously, the above suggested procedures would require the
continued availability Iin 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 bottlenack 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 following:

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

Changes in canal alignment through heavy cut reaches;

Inadequate und erroneous topographic and aligament
surveys;

Inadequate 2nd ercoaccus sub-surface exploracion of
areas to be excavated;

Administrative sreblems within the organization of the
principal contractor for heavy excavation, HERCON;

Scarcity of critical materials such as cement for
concrete structures and fuel for equipument;

Lack of enough suitable ecuipment for NI&'‘s forca
account counstruction;

Occasional rights-of-way problems.

Heavy Rains

Since heavy rains in almost any season are & way uoi iifc (i
the Bicol Area, construction planning should have anticipaced
this probabilitv and made appropriate provisions rather than opti-
mistically assuming the best probable weather conditions. Adviec
from construction experts with considerable experience in aecavy
rainfall areas could be beneficial. To this writer, not such an
expert, it appears that consideration should have been given tc
constructing the heavy excavation upstream so as to dispose of
drainage inflows, by gravity, completing each section into as
stable a section as possible while proceeding upstream. Second,
drainage inflows from the uphill sides of cut sections should have
been anticipated and, if vossible, diverted, at least temporarily
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Sca ty of C al Materials - Cement d al

Such shortages will, of course, at timag, 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, 1if at all
possible. Such procedures, if not now existent or if veak, should
be established and strengthened.

La ough 8§ ble E or Fo A C t

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

R -of-W. F 3

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,a;quiaicion and the right of
eminent domain by the government‘'s comstruction agency. Except
for this instance, R/” acquisition on this project hes not been a
serious problem and available legal procedures have been adequate.

’

Rgcommendations

l. Adequate funds should be budgeted and made availabla 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 datas under the USAID loan agree-
ment should be requested.

2. Adequate funds should be budgated to permit the PMO 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
MO, 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.
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Contracts for Pakyao labor should be made with the local
farmers' cooperative organizations or irrigation association
rotation areas or units to the maximum extent possibla. The
PMO Contract Administration Section should obtain satis-
factory evidence that individual laborers are recelving

an equitable portion of the contract payments.

The presently contemplated stages of turning over operation
and malntenance 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 tc inspect procedures and enrorce required
remedial actions.

A mechanism should be developed, 1f none now exists, to give
some form of taxing power to the local associations over
nraperty within their districr an as to insure financial
participation by all beneficiaries as well as to increase
rocal incentive to protect and wailutain ithwelr rfacilities.

Necessary equipument, wmaterials and fuel shoal '~ v isigianen
sufficiently in advaunce of anticipated needs and administra-
tive procedures streamlined to insurz (iwely delivery to tue
project arean,

In addition to the present frequent discussions «ith WU
regarding particular construction items, BREDP ond USAID
tield-level engineers should meet at least month!- with the

PHO on a formal basis to assess progress of construction,
identify problems, review adequacy of plan and (acilicies &
take remedial actions or develop recommendatiouns. As discussed
above under Supetrvision and Inspection, appropriate authorities
and responsibilities should be delegated and reporting anau
approval procedures established.

The PMO, BRBDP and USAID field-level engineers should immedistely

investigate the adequacy of presently-designed water surface
elevations in the laterals to serve all portions of the
service area. Remedial actions, Lf needed, should be iacluded
1n the construction. Also, Lateral A and {ts farm ditch
system should be completed so as to be operable as soon as the
river diversion pump is completed.

Upon completion of construction a final inspection should
include trial operation of all portions of the systam. Parti-
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cular attention should be given to potentinl seepage
problems around canal structures as well as tiough embank-
ments.

On future irrigation construction projects, adequate and re-
lizhle design data, narticularly topographv and sub-surface
material invescigation, siould be obtained eurly enocugh to
permit satisfactory alicument and design studies 2nd cons-
teuction proceduras,
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The nistorical sources of difficiities ard d:=lavs nave been
recorded in previous ev:lusiiun rep01tu and reguire 2
discussian here, other then as they way ccntinue (0 impede progress
toward establishment ¢ & viabls organizaticnal structure and
managemernt system to effectivaly adumial r the ix”.1hutional/
extensicn component of the project.  Woil €
has been made in +ths ysar ilcuing th las
rsist and *he purpose is still istanrce rrom having been
achieved. All emmeernel zi: wivsue of the problems and e taking

steps to aOlVe them.

avql uicn, probliems

Organizzti-nnl Struccure and Pelativiochips

On parcr, the crganizational structure represeils a super-
imposition of the NIA/ADCC suructure upon the BRECC/BREDFC-ADT/

ADC structure. To the evaluation teuzm, it refiscts HIA's desige
nation ag vroject executing sgent (and priwery adwinistrator), and
the de facto instalicticn of H1A'3 dnstitutionuelized orvanizetional
structure as the praferced ainistrative srevem.  fthe FMO is the
projact-level administretvive unit. The ADCC ic ostablished as an
adjuact to the FM0 as e means of strepngthening the access of the
Project Manager, as ALCC Chairman, bto the rescarcac UF AUT/ADC Lo
utilization in <his particular project. Lenior line-agency per-
conael, mosl serving ulso un ADP/LQC ccmpzj: Lhe menvership ol
ADCC, with the Head of TMO':r Instituticnal and Azriciltural Division
"/AHD\ as acting chairman., Ia thls eligawent, «LUCC 17 deaiznated
the Composite Management Crews (I140) for the instlitncicnae) /extension
component of the prcject.

During the earl‘ stages of the review of tre =v2lution of the
organizaticnal errzngexnents Ior administration of whe wrajecs, toe
ourside mempers of the evaluaticn team shared the conceras cxpressed
1a prior evaluetions, i.e., thzt NIA, through its PFMO/ADCC stimievure
was working in parallel btut uncoordinated (and by implicetion, dup-
licative and inefficient) fushion with (and In a sense, azeinst)
the ADT/RDV on the institucticnal development aspects of the projecu.
Here was apparent evidence c¢f what these evaluators saw as s ctruggle
between ZrBDP rorces, with their structural medel, and the iorec.

I NIA, seeking to install instead its instituzionalized mcdel urni
theraby gain greater ccatrol of project edwinistration.

There is evidence thkat conceptual differences have existed, and
that chelr resolution (e.g., peyment of incentive allowances to
‘nveragency personnel end the employment of EDF ccntractural services)
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delayed implementaticn of the jnstitutiopul componeat of the prolect.
However, tiais is no longer a case of intzragency rivalry and cum-
petition for dominetion of the project. Cleasrly, now, the situation
is one wherein capable pecrple are carseienticusly grappling with

the extremely difficult substantive problems of trying to make tnls
particular project work. it can be argued tnat different approaches
might have been taken; ihat earlier and more intensive aviecntion
should have been given to the institutional comronent; but thls

is history. The ADCC exists; so, too, does the ADT/ADC. In most
respects they appoear to function as a caubined baiy. The salient
issue here is not one of parellelism and inefficiency, but how this
camposite coordinating body shall now be utilized to assemble and
deliver to the project the properly-scheduled services of an optimally
staffed and gualified group cr interagency specialicst and extension
personnel.

An important point is that tne rucus vl HIA attention has now
very upparently broadened. It is still concernsd, of course, with
tae cngineering/cunstructicn cemponents of the system, for critical
problems muet still be snlved to complete construction on schedule.
But there is now obvicus ovareness that successiul operatia of the
systcm depends also upon completion of the institutionel componenl.,
and this is now given a much higher priority than formrerly on NIA's
agenda. A policy decision has been taken by NIA/USE 2 tily teru
in L/C IAD, the feasibility of farmer ownership anu munugument, gt
at the time of this writing a workshop (vhe first in a scheduled
series of three) is underway to (a) rinalize tne ccnstruction
canplecvion schedule -nd (b} on this basis, flnalize the imple-
mentation plan and schedule for completion of the institutimal
component. (In response to eotiun decisicas reachec at the 1978
evaluation review, NIA distributed a draft institutional component
impiementatica plan in September 1976, That draft plan is now
being finalized.)

At this stege of developing end finalizing institutimal
srrangements, several fundsmental organizaevional and administrative
issues are outstanding. How these are resolved, in the opinion of
toe evaluators, will affect the achievement of project subpurpose,
paraphrased: the estatlishment of an effective local/project—level
management ccmpetency and system. Several ol these might be treated
as sub-issues or elements of the general issue of centralization
v5. Zecentralization, and are discussed below.
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Role and Function of the PMO Instituticnal snd Agricultural Develop-
ment Division (I/ADD)

Previous evaluaticrn rerosws lieve poted theo "Tull sctaffing
of the Division remains incomplzte,” and that remsinc the case
at this date. The explenatvion, variously expressed, nas been that
NIA/OSP und the Project Mawuger have been priwarily concerned
with physical constructia, and thet full support of the Division
responsible for the institutionel component hses been relegated
to secondery position, Intormetian available wo this evaluuticu
team confirms the understaifing, relative to tie tatle of organi-
zation positions; suggests that the morele of stufi is low; and
that there is considerable concern about their individual and
collective fubure. Reportedly, the Division hes been Informed
that its funding will terminate in December 1979, or pernaps even
earlier.

Here, again, the role or I/ADD versus that of ADCC, and of
buth against AUT/ALC could be ergued in terms of whether an in-
dlgencus project ilustitutional wanagement staff should hove been
installed and supported, or whether more reliance should have becn
placed on the establishment nf an effective interagency management
team. Thils, too, in the view of the evaluators is lergely of
historical interest and btegs the real issue. Given that NIA hacs
assumed primary responsibility for the institutional development
component of the project, ic it r.Jar NIA pelicy to develop, inustell
and leave a (decentralized) instituticnal management capability at
the local level? If 50, and tne team strangly recomuends imple-
mentaticn of this policy, then I/ADD'B staffing reauiremenis should
ne re-agsessed and confirmed; rirm budgetary support be provided;
evaf?ing be completed; and muxinum euthority be delegsted to 1t
for ccapleting development of the institutional ccmpcnent.

Role £id Functicn of the Economic Development Foundation (£DF)

The NIA caopntracted with EDF in September 1577 to take rcc-
peneibility for (a) the orgenizatim of farmers, through u scri-s
of subordinate groups, into an irrigators' asscciation and (b) Lhe
design and preparation of training modules for training of and ur«
by interagency extension personnel. EDF is now in the third and
final stage of this work (progress and status reviewed in a follow-
ing s22%ion) which will be canpleted and the preseni caatract
{BE40,0CC) terminated at the end of December 1579.
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The apparent reasca for =mploying EDF Lo carry out the above
work was a judgment by NIA that an adeyuate project-level inter-
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 lmpact upon development cf the ins+itutional
component argued. The important point, to the evualustors, is that
EDF will have complied with its coatractual obligations by tne end
of the year, at which time the Tully staffed PMO/Interagency Team
should be qualified and expected to assume full responsibility for
provision of adequate support to the Tarmers groups.

Further in this regard, it is the impression of the evaluators
that the decision to retlzain EDF was taken unilaterally by NIA.
From one point of view such unilatersl action is a monegerial pre-
rogative, but not one which is conducive to the enhancement of
decentralized, local level participation and mancgerial capability.
Moreover, particularly with respect to the institutional component,
the BRDECC/BRBDFO shares responsibility, if not for project manuge-
ment per se, certainly for project perforuance. As 2 matter of
good management practice, as well as in the interest of developing
a snlid local organizationul structurc il mansgement clwpetence,
all key parties to the management/cocrdination process should he
kept informed and given the opportunity to constructively contribute
to *h? making of crivical declsions. The Letn 11008 LoAT Suin
interchange nas notice.bly increased in tne past montn, and eu-
presses the hope that it will be continued throwshout the cons-
truction and operational pariods.

Hole of the NTA Irrigstors' Assistance Department

This recently reorgenized (formerly the Agricultural vepartment)
w:it of NIA/OSP l/ has completed an in-house evelreti-r = the
institutionel aspects of L/C IAD. The immediate applicetion of
evaluation findings will include finalization of the insvitutional
implementation plan, including establishment of water rates, an
evaluatiam of the pructicality of rotatianal irrigation, a phased
schedule for turnover of management of the system, _/ and con-

sideration of other issues raised in the 1978 evaluaticn. The

;/ The organizatimal structure 1s currently being realigned and
naces of units being changed.

2/ Current implementation plans project a phased turnover to
farmers over a five-year period following construction ccmpletiam.
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head of the Irrigators' 4ssistance Department (NIA/OSP Manila)
is taking leadership in the ongoing workshops, previously men-
tioned, to deal with these issues.

The mandate of this Department, obviously under carable
direction and well-staffed with qualified professicnals, extends
beyond L/C IAD itself, to the Aevelopwent of organizationel/
institutional/management models ror NIA's nationwide irrigation
program. Personnel of th: Asiaa Institute of Menagement (A1M)
are particicating in tnis ettTort to develop case study wmaterials.
The establishment of the Lepariment, and the direction and subpori
of its program, appear to represent a reletively new institutional
commiteeat by NIA to prepare to deel adequately with the insti-
tutional elements of its major projects, with Litmsnan given high
priority.

On balance, the team repzards NIA's increased attention to
the development of an in-nouse instituticnel capabilivy with
favor, and commends NIA management for its commitment. The
challerge for L/C IAD is to incorporate the results of NIA's
accelerated institutional eitorts into an enhanced project-level
administrative performance.

Projucy Operation:
LDevelopment of Farmers' Organizations

With assistance Ly EDF staff, co nsiderable progress has been
recorded over the past year in the organization of farmers' groups.
As of May 15, toward a program target of 129, 114 Rotaticnal Arec
Groups 1/ bad been organized; of seven targeted Irrigation Districts,
orgenization of five had been ccmpleted. It was projecled uiat
organizatic of the remeining Rotatimal Areas and Irrigaticn
Diztricts 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 N1A/FMU
to ideniify the various farmers' groups comprising the organicatli ol
structure and differs somewhat from that used in other Bicol Program
component projects. As currently used by PMO, the terms are derinea
as follows:

1 Of the 129 total, 16 are in areas now identified as non-irrigable.
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1. Rotatio: Unit {BU). Farmers at and within supplencntary
farm ditch level of the irrirmetion systen, cnltivating
contiguous irrigated arzsc ol about 10 hwe., ana norwally
also comprising the ccmpearn Trm group of thw anshnang
Nayon.

2, Rotavien Arew {(RA). '~~~ farmers witidn the msin ramm

s d v L

ditch level of the irrivncion system.

3. Irrigation District (TD).  # legal corporate body made
of 15-1% RA's.

4, Irrizators Service Cooversvive (ISC). The wpen (federatea)
Irrigators Accoeieticon.

Orzanizational efforte Jver the past yeer have concentlaled,
Pirzt,; at RA level; than, .5 these were establishea, on grouping
RAs invo legally-constituced lurirnvion Districiu.

Jt is evident that the orgenization of farmers grmupe (R&'c
and ID's) has been conducted .a.d soructured lavrgely iouependently
of and outside the existing Samamhang Nayon cooperetive structiure .~/

“¢ the ID's are federated into +he project-level lvrisatar'ic Yo+ oae
fnomrerstive 1t sppears thet the latter could become 2 multi-purpose
cooperative, functionelly linked #t cach level into tiw 5N/K5n/nb
cooperative system. Alternatively the first may focus on water
management, and the cooperative structure on other supporting ser-
vices. What, if any, significeince these samewibnt coniusing orgaiii-
zaticnal alignments bhave to the degree of attalnment of project

purpose i3 not clear to the evaluators. These organizaticnal decisions
are yet to be imads and are likely to be modified over time as goveri-
ment support services changs.

N '

As poted cerlier, 11b Hi's have been "oryganized," au let..
Lo the 2xtent that members have been identirfied; a guorwi oi
membe rs brought togetier av an crzanizaticnal mesting; and ortficers
elected. It appenrs that little has been acccmplished in the fornal
organization of RU's as the smaller water management/compact farm
sub-units of the RA's, snd this must perhaps awelt completi:wn of
carminnl facilities at supplewentery Taram diteh level in order to
determins Just who thoce farmers witn contigucus holdings will in

Tecn ve,

;/ And that in this respect the installation of the NIA/ADCC system
has been parallel to end uncoordinated with ADT/ADC organizational
efforts. The SH System is organized ou a barrio boundary basis
whereas the irrigators grauvs are determined solely by irrvigated
area - multiples or portions of barrios.
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although credit, its use and repayment, was specifically questicced,
none evidence exposure to the concept of Joiot/several debt re-
payment liability.

In summary, essential steps in creating the organizaticnal
structure for operation of +tne system have been completed. Not
by EDF alane, as might be inferred from the above, but aleo by and
througn the training work of EMO/ANCC and interagency stuff, The
framework of the structure 13 now nearly in place, but many geps
still remain in ivs substance end content. Over the coming year,
training/extension must fill those gaps if farmers and farmer-
groups are to adequately cerry their responsibilities when water
becames available as schedulei in June 1580.

Traiuing and Extension

In general, the level and effectiveness of training efforts
to date have been less than programmed. The reasons include the
inherent dirficulty of sctually achdeving full perticipeticn of
interagency personnel, to which reference has repeatedly been meae.
This difficulty derives not only from problems in peyment of incen-
tive allowances and institutional rigidities, but also frun the
long-delayed delivery of water. Agency representetives ask with
scne validity how water manugement or irrigated rarm menagement
can be taught effectively without water--or the prospect of having
it in the foreseeable future (most farms are still single YCE
rainfed). Demonstration Ifarms as training laboratories? £7 Yes,

but participation is limited mainly to residents of those ano
neerby areas. And from a lcarning point of view (re trainiag
;articipation/effectiveness) a farmer's interest and motivation
are not, at thelr peak when there is no foreseeable avplicatinn.

Partly as an aside, but also related to future extanzicn
activities, farmers with whom we and others (members cf an -:i...
Institute of Management tesu) nave talked have confirwed--visviuasly
without exception--the above cbservation regarding interest/
motivation and foreseeable use. There is definite interest ir
having water, but also a highly evident feeling of skepticisw:

e "we'll believe it when we see it" prevailing attitude. This sug..

;/ Varietal, fertilizer, insecticide and other planned trials have
been implemented on project aree demonstration farms.



that faruwers ekuld be infommed honestly, completely and lLmmedistely
(a tirst tesk for PMO/Extension) about the water deiivery situation.
What, conservatively, are their odds thot water w111 ve delivered

by the 1980 target date to ell areas? Vhat muus tapren, and not
happen, for that date to be met? What, converssly, are their
chances cf having to wait another year? VWhat rizks, axactly con-
fraul thew?

delivery in 1»0, all conceriea with nru1§§ng ghowld logically
now reassess their progrnm, schedule and rersornel reguirements
with a vies to relating program more closely to that later date.
This is not likely hovever: hence truining musg e sropramned Lo
the expectation or 1980 delivery. kven so, a critical review
of the program at this ccint in “ime (vater delivery minus one
year) would be alvenvagenus in:

IZ 1t crhould Crolve Lhil Lleve WETE 1u crance @i waltcr
r

1. DLravine inversgency attention to the need for their rull
suppcrt or the progran.

2. Pevising program content, scheduling end stel'fdug as needed
to meet trairing requirem=nts., (Content showgd Spzcifically
degl with risic and risn wenvgerent, i.e., wanagement opuioLs
il water not available ou schedule.)

Training/extcnsion nrozrans to Adste have concentryated mace
heavily on specialists (treining of treiners) end rurel lepders
then upon the masses of {aracic in the project arca. This shovl:
not be surprising: it 1s churucreristic of xmeost exvezsion jiro.rwias,
particularly in their early stages. Even as programs mebuiv Liws o
is always the tendenzy to "train most the most treinuble." Hopefully,
hovever, l:ader training has now progressed tc the point whe.-= w- 'oum
emphasis can be given to the next, farmer, level. Here there ic
the obviaus cocern that farmers othervize imny not acqgulre whe =kills
requisite to their particicaticn in the system. There is ulsu the
concern, by some, that emphasis on leader traicing will only serve
to further strengthen an emerging echeleon of rural elive svandi..,
between the farmer and his full cepitalizatica :n project benafit.-.

Project Areca end Benericiaries

Tre net irrigeble erea to Le ultimetely serviced by the project
hac not yet been exactly identified. Estimates of the service area
range from 3,873 ha (Logfreme Project Output) to 4,425 ha (1978 EMO
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with its RA Leader also listed as leader of a 13=member, 4l Lo KA.
Two adjacent RAs wilh a cambined total of 106 he and 12 memders
(everage holding G.0 ha) are headed Uy the same Leader cus oios -t
Treasurer, with the latter holding the same post in two other

RAs; these with a total of 67 ha. and rive members. Simila:
cituatians seem likely to exist to a lesser degree among other
individuels who cannot be as readily idontifiled se thoce citzo

here.  tnis ceoncentrivion proviuss o paciial explidallo 7
average size of hclding being larger tnon expected but, more ine
portant, it sugpests the necd Jor furtrner investigolion and nmalicy
decisions regarding actiams to be taken.

e 4 -
GO Taes

Lana neiora

BEZDP term mombers confirmed tha+ “argeted lant retorm
activities have essentlally been completed, except for final
documentabticn by Manilu cffices znd delivery ol CLU's trn »1) rurmeru.
Additior.al land reform questions have been identitied =mnd will
require resolution over the coming year. Delivery ot CLi's anrd
executio ol leaseholds should be recontirmed in tioe 1')kW) z2v:luntion.



