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Action(s) Reguired

Prepace and approve appropriate documenta-
tion to extend the PACD by eighteen (18)
months, incorporating recommended project
design/strategy moaifications.

Mobilize long-term uSNPS technical
assistance advisor.

Develop approved plan, with timetable and
budget, for relocatiol of military activi-
ties in Maduru Oya National Park area,

Begin processing of new project commitments
and proceed with project implementation as
planned in non-Maduru Oya National park
areas only, pending satisfactory resolution
of military training issue (See 3 above).

Establish and £i11 all key project management
positions (i.e,, Resident Project Manager
(field) and full-time Project Kanager
(Colombo).

Establish and f£il1l all key project technical
positions (i.e., Park Wardens (2+), AD
(Wwildlife Management), AD (Community Affairs).
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10.

11,

12,

13.

14,

15.

16.

17.

MAJOR ACTIONS REQUIRED

Develop clear und comprehensive Terms of
Reference, including field/headquarters
assignment priorities and reporting res-
poinsibilities/relationships, for all key
project management and technical staff.

Establish Wildlife Management Unit,
finalize activity program and implement as
required.

Finalize in-service training program and
implement as required, including development
of appropriate Sinhalese language training
materiais,

Identify appropriate target groups, develop
comprehensive community relations/conserva-
tion education programs and implement as
required.

Finalize MEP protected area management plans
with appropriate "outside® and local com-
munity participation.

Finalize tender documents and FAR arrange-
ments and initiate park buildings/roads
construction program.

Initiate implementation of MEP protected
areas resources research/monitoring program,

Continue to solicit/promote military support
for ongoing MEP conservation efforts.

cont inue efforts to remove economic encroach-
ments in MEP areas (e.g., Flood Plains
National Park area).

Review and establish appropriate MEP staff
salary allowances and leave entitlement
policies and procedures and implement as
reguired.

Continue to prorote policy of securing MEP
casual staff reguirements from local popula-
tion. Increase minimum period of continual
employment for casual staff to six (6) months.

Agency

MEP

MEP

MEP/USNPS
MEP/USNPS
MEP/USNPS/

Other

MECA/USAID/
Contractors

MEP/Con-
tractors

MEP/Military

MEP/MS/GSL

MEP

MEP

Attachment
Due Date

July 1987

Jun 1987
{(ongoing)

Jun 1987
(ongoing)

Aug 1987
(ongoing)

Nov 1987

Jun 1987

May 1987
Ongoing

Oongoing

Jun 1987
(ongoing)

Jun 1987
{(ongoing)
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%n: projct alms to strengtl @ the institutioml capacity of the oL De[nrt:mt ;of Wildlife Conservation
_'tmu: y Ministry of State to manage wildland resources in the Accelerated Maha#li Program (AMP) area to
" conserwe wildlife, protect investments in {rrigation and humn settlaments and bring the benefits of nature

m‘servatlm to the local people. The project 1s being implemented by the Ministry of State in conjunction
“with the Mahaweld Authority of Sri Lanka (MASL) with technical assistance providad by the US National Park
’ Service (US\PS). It ds now in dts fifth and final year of scleduled.implementation. Thls 1im{ted-scope
wa]m.tlm was conducted by a joint team of GSL and USAID/Sri Lania olf‘=ials and a consultant from the
" Intemational Science and Technology Institute. It follows the Mid~ierm Evaluation of the project
(Pbuanberfnecemher 1985) by appraximately one year which recamended that the project be re—evaluated in one
year's time (1.e., end-1986) to review progress made in implementing its recammendations and, based on this
. review, to recarmend to Mission managemnt specific adjustments to the project strategy required to
" facilitate the achievement of its objectives, including wtether or not an extension of the Project
Assistance Campletion Date (PACD) of September 30, 1997 is warranted. The team reviewed documents,
intcrviewed project persomel and visited various national park sites within the project area.

The major evaluation findings are as follows: (1) the evaluation team was gencrally very pleased with
project progress made in CY 1986; (2) the project management structure had been extensively revised for more
effective ¢ontrol, with all key management positions filled with caupetent personnel; (2) the responsibility
for project construction activities has teen transferred to the more—experienced Mahaweli Engineering and
Construction Agency (MECA); (3) all senior staff positions have teen filled; (4) motable
achievements/improverents in park planning and management were observed, with draft park planning and
menagement plans completed for all secure project areas; (5) excellent progress had been made in the park
research program, with detailed research proposals prepared and approved which are designed to meet the

\Ispecific needs of the project. Areas requiring further attention include: (1) improved technical
assistance, largely throglh mobilization of the selected long-term USNPS advisor; (2) greater eaphasis on
imservice training program development; (3) improved local coommity relations program; (4) heightened
management/control of econamic encroachment in Flood Plains National Park area; and (5) improved
coordinatfon between headquarters (Colanbo) and field operations. Perhaps most important, in that it led to
USAID halting new project cammitments, was the establishment in Maduru Oya National Park of a military
training camp which involved jungle training exercises within the park, as well as firing and drilling
practice. In ciscussing this camp, all parties, including the military, agreed that a military training
camp was incompatable with the objectives of a national park; an agreement in principle was reached that
the military should move out of Maduru Oya, and that a detailed plan for this move would need to be
developed,

'Ihe mejor evaluation recamendations include the foliodng: (1) sufficient project progress has bean made to
wartant extending the PADD two additional years ( to f)/30/89) to allow the project to attain its intended
objectives; (2) given the verbal agreement reached with the military regarding the cessation of all training
activities in Maduru Oya National Park area, USAID should 1lift the moratorium on new project comm tments
with immediate effect and allow the project to proceed fortiwith; (3) the selected long-term USNPS advisor
should be mobilized at once; and (4) institute several persomnel replacements for improved project
managerent and headquarters/field coordination. Other, lesser priority recommendations pertaining to
specific project technical areas are detailed in the evaluation report. No mejor “lessons learned” were
derived from this evaluation due to its limited-scope nature and restricted implementation timeframe.
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o name of mission or oifice b=
o Purpose of activity (ies) evaluated
o Purpose of the Evaluation and Methodology Used
o Findings and Conclusions

1. PROBLEM AND OVERVIEW

The Accelerated Mahaweli Program (AMP) is Sri Lanka's highest
priority development activity. More than $2 billion of
multi-donor £inancing 18 assisting the Government of 5ri Lanka
(GSL) to bring 117,000 hectares of dry-zone land under
permanent irrigation. Approximately 500,000 people will be
resettled on small farms in the area, leading to significant
increases in agricultural production. Through the campletion
of four new dams in upper catchments of the Mahaweli River, the
country's total electric generating capacity will be more than
doubled. The development of infrastructure and service
industries accampanying resettlement will create new
opportunities for off-farm employment, helping to bring a major
portion of the previously underdeveloped dry zone into the
mainstream of Sri Lanka's economy.

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

2. U.S. ASSISTANCE

USAID was the first foreign donor to provide assistance to the
GSL in addressing the environmental impacts of Mahaweli .
development. USAID funded an Environmental Assessment of the
AMP in 1979-1980 and helped the GSL develop an Environmental
Plan of Action in 1981. Through its Mahaweli Basin I Loan,
USAID provided $400,000 to the GSL for carrying out activities
in the AMP region to monitor and control the movements of
problem elephants displaced by agricultural development.

USAID and GSL approved a five-year Mahaweli Environment Project
in September 1982 to respond to the specific recamendations on
integrating conservation elements into the overall development
scheme of AMP, as contained in the AMP Environmental Assessment
and Plan of Action. The project's purpose was to "ensure the
stability of irrigated agricultural development and human
settlements in the AMP area by providing alternative protected
habitats for displaced wildlife in a manner that is
ecologically sound and socially acceptable.®

The project was designed to improve the institutional capacity

of the Department of Wild Life Conservation (DWLC) to continue

managing Mahaweli protected areas beyond the life of the
roject. The total project budget was $6.9 million, of which
5 million was a grant by USAID,

Date this sumnary prepared: March 26, 1987 7
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3. PURPOSE OF EVALUATION

This evaluation is the second of two planned evaluations of the
Mahaweli Environment Project (383-0075). The objective of the
evaluation is to review the progress made on implementing the
recommendations made by the Mid-Term Evaluation (18 November -
6 December 1985) and, based on this review, to recammend to
Mission management specific adjustments to the prject strategy
required to facilitate the achievement of project objectives,
including whether an extension of the Project Assistance
Ccompietion Date (PACD) of September 30, 1987 is warranted.

4. FINDINGS

In contrast to the findings of the mid-term review, the
evaluation team was generally very pleased with the progress
that had been made in CY 1986. The major findings included:

- The project management structure had been extensively
revised, involving moving the project from DWLC to the
Ministry of State. The Senior Assistant Secretary of
State had been appointed Project Director, and a new
Project Manager had been appointed.

_ Project construction activities had been transferred to
the Mahaweli Economic and Construction Agency (MECA);
what had been one of the weakest parts of the project had
suddenly come under reasonable control,

— All senior positions were filled.

— Notable improvement in the management of Maduru Oya
National Park was observed in the field, as the
management plan prepared with assistance from the U.S.
National Park Service (USNPS) began to be implemented,

-— An overall plan for the system of protected areas of the
Mahaweli region had been prepared in draft, and a
management nlan for Wasgomuwa National Park had been
prepared, koth with technical assistance from USNPS.

— Excellent progress had been made in the research
prograrme, with detailed project proposals prepared and
approved; the proposed research was designed to meet the
specific needs of MEP.

Bowever, ceriain major shortcamings were also noted. There has
been a serious delay in recruitment of the long-term technical
advisor, which has led to a whole series of negative
ramifications, ‘The training program is not making sufficient
progress, and there has been little progress in promoting more

UN
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effective community relations, Management of Flood Plains
National Park has suffered greatly from encroachment,
Coordination between headquarters and field needs to be greatly
improved.

Perhaps most important, in that it led to USAID halting new
project committments, was the establishment in Maduru Oya
National Park% of a military training camp which involved jungle
training exercises within the park, as well as firing and
drilling practice, In discussing this camp, all parties,
including the military, agreed that a military training camp
was incompatable with the objectives of a national park. A
series of discussions, including a meeting with the Cemmander
of the Army of Sri Lanka, led to an agreement in principle that
the military should move out of Maduru Oya, and that a detajled
plan for this move would need to be developed.

5. RECOMMENDATIONS

The Evaluation Team, and indeed all Sri Lankans we interviewed,
felt that the PACD should be extended for a period of two
years, to the end of 1989. Sufficient progress has been made
in CY 1986 to give rise to great optimism that this two-year
extension will enable the project to attain its objectives, and
indeed serve as a model for other tropical countries wishing to
integrate conservation with water resources development.

Given the agreement in principle by the Army Commander that the
training camp would be relocated outside of Maduru Oya National
Park, project activities (including recruitment of the
long-term technical advisor and proceeding with the facilities
constuction tendering process) should begin forthwith.

The post of expatriate technical advisor is particularly
important, given the urgent need for high-level technical
advice., An appropriate individual has been identified and has
expressed his willingness to accept the post, but he has been
kept waiting so long that he has been offered other positions.
He should be notified immediately to come to Colembo to begin
his duties forthwith.

Several improvements in project management need to be
instituted, A full-time Project Manager needs to be appointed;
the Evaluation Team has discussed a suitable candidate with the
Secretary, Ministry of State and the Project Director; this
candidate has expressed his willingness to accept the

position. The post of "MEP Resident Project Manager" should be
established and assigned to the regional headquarters in
Polonnaruwa; a suitable individual hLas been identified for this
post.



Mahawelil Environment Project (383-0075) - Project Evaluation Report -
J, McNeely et, al. - Colombo, Sri Lanka - March 16-27, 1967,

] B 4 L

f COMEVS BY MISSION, AID/W CFFICE MDD BORRCHDN/GRANGYE :

In general, the evaluation results were judged to be realistic, timely and useful
and in agreement with Mission and GSL expectations. The reported findings, conclusions
and recommendations were complete and comprehensive with respect to both the
requirements of the evaluation scope of work and in addressing all of the various
aspects of ongoing project implementation. In addition, the final report was clear,
concise and professional and completed/presented in accordance with a tight
schedule. All concerned parties feel that the teams' good prior familiarity with
the project, strong commitment to and support of project objectives and excellent
rapport developed with key GSL and Mission staff all contributed greatly to the
success of the evaluation. The evaluation team is to be commended for successfully
completing such a complex task in so relatively short a period of fime (i.e., 2 weeks
in-country). C :
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LY EXECUTIVE SUMMARY

1. PROBLEM AND OVERVIEW

The Accelerated Mahaweli Program (AMP) is Sri Lanka's highest
priority development activity, More than $2 billion of
multi-donor financing is assisting the Government of Sri Lanka
(GSL) to bring 117,000 hectares of dry-zone land under
permanent irrigation, Approximately 500,000 people will be
resettled on small fams in the ared, leading to significant
increases in agricaltural production, Through the canpletion
of four neyw dams in upper catchments of the Mahaweli' River, the
country's total electric generating capacity will be more than
doubled, The develcpment of infrastructure and sarvice
industries accanpanying resettlement will create new
opportunities for off-farm employmant, helping to bring a major
portion of the previously Underdevelopad dry zore into the
mainstream of Sri rLanka's Fconomy.. - -

A river basin development schame of this masgive scale is
certain to geperate significant envi ronmental impacts, Major
charges in land use and human settlement will create pressures
to utilize patural resources more intensively, natural
landscapes wil) be altered permanently, and a certain amount of
environmental deégradation will be inevitable,

2. U.S. ASSISTANCE

USAID was the First foreign donor to provide assistance to the
GSL in adiressing the énvironmental impacts of Mahawzali
divelopment. USAID funded an Environmental Assessment of the
AMP in 1979-1980 and helped the GSL develop an Environmental
Plan of Action in 1981, Through its Mahaweli Basin I Loan,
USAID provided $400,000 to the GSL for carrying out activities
in the AMP region to monitor and control the movements of
problem elephants displaced by Agricultural development,

USAID and GSL approved a five-year Mahaweli Envi ronment Project
1n Septemb:: 1982 to respond to the specific recanmendations on
integrating conservation elements into the overall development
schene of AMP, as contained in the AMpP Environnental Assessment
and Plan of Action, The Project's purpose was to "ensure the
stability of irrigated agricultyral development and human
settlements in the AMP area by providing alternative protected
hebitats for displaced wildlife in a manner that is
ecologically sound and socially acceptable,®

The project was desiagned to improve the institutional capacity
of the Deparliment of Wild Life Conservation (DWLC) to continue
Managing Mahaweli protected areas beyond the life of the
Project. The total project budget was $6.9 million, of which
$5 million was a grant by USAID,
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3, « PURPOSE OF EVALUATION ¢

This evaluation is the second of two planned evaluations of the
Mahaweli Environment Project (383-0075), e objective of the
evaluation is to review the progress made on implementing the
recomnendations made by the Mid-Term Evaluation (18 Novembar -
6 December 1985) and, based on this review, to recammend to
Mission management specific adjustments to the prject strategy
required to facilitate the achievement of project objectives,
including whether an extension of the Project Assistance
Completion Date (PACD) of September 30, 1987 is warranted.

4, FINDINGS

In contrast to the findirgs of the mid-term review, the
evaluation team was generally very pleased with the progress
that had been made in CY 1986, The major findings included:

== The project management structure had been extensively
revised, involving moving the project From DWIC to the
Ministry of State. The Senior Assistant Secretary of
State had been appointed Projoct Director, and a new
Project Manager had been appointed, g

- Project construction activities had been transferred to
the Mahaweli Economic and Construction Agency (MECA);
what had becn one of the weakest parts of the project had
suddenly come under reasonable control,

= All senior positions were fillaqd,

- otable improvement in the management of Maduru Oya
Nationa} Park was opserved in the fiald, as the
Management plan prepared with ‘assistance from the U.S.
National Park Service (USNPS) began to be implemented,

- An overall plan for the System of protected areas of the
Mahaweli region had been pPrepared in draft, and a
management plan for Wasgomuwa National Park had been

Prepared, both with technical assistance from USNPS,

— Excellent progress had besn made in the research
programme, with detailed pProject proposals prepared and
approved; the proposed research was designed to meet the
specific ne=ds of MEP,

However, certain major shortcanings were also noted., There has
been a serious delay in recruitment of the long-term technical
advisor, which has led to a whole series of negative
ramifications, The Eraining program is not making sufficient
Progress, and there has been little progress in promoting more
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effective community relations, Managemant of Flood Plains
National Park has suffered greatly from encroachment,
Coordination batween headquarters and field needs to be GJrea ly
improved,

Perhaps most important, in that it led to USAID halting new
project committments, was the establishment in Maduru Oya
Mational Park of a military training camp which involved jungle
training exercises within the park, as well as firing and
drilling practice. 1In discussing this camp, all parties,
including the military, agreed that a military training camp
Was incampatable with the objectives of a natiopal park. A
series of discussions, including a meeting with the Comnandir
of the Army of Sri lanka, led to an agreement in principle that
the military should move out of Maduru Oya, and that a detailed
plan for this move would need to be developed,

5.  RECOMMENDATIONS

The Evaluation Team, and indeed all Sri Lankans we interviewed,

felt that the PACD should be extended for a period of Evo
years, to the end of 1989, Sufficir progress has been made
in CY 1985 to give rise to great opkimism that this Ewo-year
extension will enable the project to attain its objectives, and
indead serve as a model for other tropical countries wishing to
integrate conservation with water resources development.

Given the agreement in principle by the Army Commander that the
training camp would be relocated outside of Maduru Ova National
Park, the moratorium on pew Project commitments imposed by
USAID as a result of the military situation in Maduru Oya
should be lifted immediately and project activities, including
recruitment of the long-term technical adyisor and proceeding
with the facilities constuction tendering process, should begin
forthwith,

The post of expatriate technical advisor is pacticularly
imporkant, given the urgent need for high-level technical
advice, An appropriate individual has been identified and has
expresgied his willingness to accept the post, but he has been
kept waiting so long that he has been offered other positions,
He should be nntified immediately to come to Mlanbo Lo begin
his duties forthwith.

Several improvements in project managament necd to be
instituted, A full-time Project Manager needs to be appointed;
the Evaluation Team has discussed a suitable candidate with the
“Cretary, Ministry of State and the Project Director; this
candidate has expressed his willingness to accept the
position. The post of *Mep Resident Project Manager® should be
established and assigned to the regional headquarters in
Polonnaruwa; a suitable individual has been identified for this
post,
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PART I. OVERVIEW

I.1, INTRODUCTION

The Mahaweli Environment Project (MEP) is widely regarded as one of
USAID's most important environmentally-oriented projects, The
benefits it provides at local, regional, national and international
levels are so important that they bear re eating; .

— Iocally, it helps to control the depredations of elephants on
the crops being grown in the agricultural lands newly—created
by the Accelerated Mahaweli Development Program, it provides
emloyment, and it provides opportunities for private
entérprise initiatives in tourisn and related industries,

— Within the Mahaweli region, it provides a system of protected
areas wnich contribute to balanced land-use in the Mahawali
basin, helping to protect watersheds, control bank erosion; and
protect fisheries — all of considerable econanmic and practical
inportance, Particularly as these benefits help to ensure the

sUccess of major investinents in hydroelactric and irrigation
developmants,

== " Nationally, it helps to develop the capacity of the Department
of Wildlife Conservation {DWLC) to manage more effectively the
wildlife resources of the country, makes a significant
contribution to the nation-wide effort to maintain biological

diversity, and demonst rates GSL concern for environmental
1ssues,

== Internatiomally, it proyides an outstanding example of
intearated land-use development, whereby envj ronmental
considerations are given appropriate attention as part of a
major development scheme, By ensuring that the enyi ronment is
treated as an integral part of the oyverall AMP, it helps to
deflect possible concerns by national apd international
environnzntal NODs over any potentially negative impacts of
water resources development in the Mahaweli,

The activitins of the MEP were designed to convert
benefits int¢ real ones, In order ko asse
toward attaining planned project inputs,
reconnand any necessary chances in projec
mid-term review of MEP was Carried out from 18 November to 6
December 1985. That review documented a variety of project
implementation shortcanings and recannended a series of critical
actions that necded to be Laken during CY 1986 to Place the project
back on track and provide circunstances more conducive to the
achievemsnt of its objectives,

these potential
Ss the progress made
outputs and purpose, and to
t implementation, a
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1,1,  Objectives of Evaluation

One recamendation was that MEP should be re-evaluated after one
year (i.e,, end 1966) to review progress made in implementing Lhe
recawnendations made by the mid-term evaluation and, based on this
review, to reconrend to Mission management specific adjustments to
the project required to achirve its objectives more efficiently,

Thie evaluation will not repeat the findings of the mid-term
evaluation, which remain generally valid and pertinent, Rather, it
will point out additional points which need attention, indicate new
factors which have érisen, and make recamnendations on the future
course of the project,

1.2, New Factors

WO major new elements have been added to the challenges this

. broject has faced: the Director DWLC has again been replaced, in

January 1987; and a military presence has been established ipn Maduru
Oya National Park, The new Director DWLC has been generally seen as
an improvement to Lthe Project (and to DwLC), bringing in a strong
administrative background and a desire to reorganize DWLC, The
military presence has led to USAID halting the hire of long-term
technical assistance, the tenéering process for construction,
£esearch projects by local universities, and all other new
commitments,  This moratoriun has again delayed the project at a
manent when it was just daining moment.um,

This assessment Inakes a number of recommendations to USAID and GSL
On how to deal with this very camplex situation,

1.3, Summary of Firsc Priority Recommendations

The recomnendations of this Leport are divided into three leyels of
priority. The First priority recammendations cover major issues of
fundamental importance to the project, The second priority
recammendations are aimad at overcaning specific bottlenecks, making
minor modifications, or Supporting the implementation of the first
priority recamnendations. The third priority recanmendations deal
With matters which indirectly support the Fahaweli Environment
Project, 'me first priority reconnzndations, in abridged form, are
disted below in order of unportance (the nunbering system used in

Part IT of the text follows each recamnnendation) s

1) The PACD should be €xtended for a period of two Yeers, to 30
Septembser 1989, (Recannzndation 7.2.1.)

2)  The eypatriate technical advisor should be notified lmnediately
tO cane to Oolombo to begin his duties forthwith, (2.1.1.)

3) A time-table should be agreed upon for the total Withdrawal of
the military from Maduru Oya National Park, budgetary resources
to support the move should be identified, and the Secretacy,

F
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Ministry of State should move vigorously to agree ugon the
necessary steps with the military, perhaps using meinbers of the

v Project Stearing Comnittee to assist. (The Army Coinmander has
agreed to this recammendation, provided an alterpative site can
be found and that details of the move can be worked
out,)(8.1.1,)

4)  The moratorium on new project commitments imposed by USAID as a
result of the military situation in Maduru Oya should be lifted
imnediately and project activities, including installation of
the long-term technical advisor and tendering process, should
begin' forthwith, (8.1.2.)

5)  The ;ost of "MEP Resident Project Manager" should be
established and assigned to the regiopal headquarters in
olonnaruwa, (1,1.1,) 4 '

6) A new full-time Project Manager of appropriate seniority needs

to be hired, with the current Project Manager assuming the
position of GSL technical advisor to the Mep, (1,2.1)

1.4, Sumrary of Sacond Priority Recommendations

The following second priority recomnmerdations are supported by
findings contained in the evaluation and its attached annexes, They
are aimed at overcoming specific bottlenecks, miking minor
modifications, or supporting the Lnplementation of the first
priovity reconmzndations. The second priority recomnzndations,
following the nunbering sSystin usad in the text, are:

Project Management/Staffing

1.1.2, AD (Education) and AD (Training) should be assigned
full-time duties in the field, under the supervision of the
Resident Project Manager,

1.1,3, The post of "Park Warden® should be craated under the
MEP Project for each of the four national Farks, The post
should be of Assistant Director level, and filled with
individuals who have dzionstrated administrative and management
abilities,

1.1.4. 'The Director WWLC should be invitad to serve on the
Project Lmplementation Committee (3s well as continuing to
serve on the Stiering Conmittee), so that he is kept fully
inVolvied in all stacés of the project,

1.4.1.  All sepior staff should be issued clear Tenns of
Reference and be assigned to their dities in the field as soon
as possible, The post of Programme Officer should be
eliminakted,

1.4.2. The Resident Project Manager should be given authority

A
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to work with the Project Manager to recruit an AD”(Wildlife

Management) for a full time assignment in Mahaweli, and to work

with the AD (Wildlife Management) to set up a Wildlife
Management Unit which would be responsible for elephant
control, design of an elepharit orphanage, getting animals out
of irrigation canals, dealing with crop danage by monkeys and
wild pigs, etc.

Technical Assistance

2.2.1, The training program should now take the next necessary
Step to prepare training materials in Sinhalese, adapted from
materials available in English,

2,3,1, Any future education efforts must ensure that major
target groups are identified, and that appropriate msans are
identified for reaching the target groups, The Project Minager
should eénsure that the AD Conservation Education has a general
annual work plan, with specific activities scheduled for
several months in advance; this work plan should be developed
in the closast possible collaboration with the Resident Project
Manaoar,

2.4.1, The second acadenic seminar should continue to be
delayed until appropriate administrative and technical supoork
can be provided., When the seminar is held, ensure that DWLC,
MEP staff, university staff, and representatives of the NGO
cannunity are all invited to participate,

2.6.1. Once the new Residant Project Manager, AD Community
Affairs and long-term technical advisor are on board, the local
participation plan should be given high priority.

Park Planning

3.2,1., No further managenent plans should be prepired until
the long-term technical advisor has arrived to ensure that the
plans follow the Planning process which has been shown to be
successful in Sinharaja,

3:2,2, All further management plans should be prepared by MEP,
rather than USHNPS; the USNPS role now should be advisory' rather
than leadership, Greater atteéntion needs to be given to
building MeEP capacity in mansgement planning,

3.2.3, Now that the AD (Park Planning) h#s been moved to AD
(Mahaweli) and we are recommznding that he be elevated to
Resident Project Director (1.1.1), the position of AD (Park
Planning) needs to be filled.

Park Construction

4.1.1. Tendars should Qo out a5 soon as possible for Flood
Plains and Wasgonuwa; tenders for Maduru Oya should also
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proceed quickly, so that the park infrastructure will be well
established by the time the military withdrawal is conplete,

Park Research/Monitoring

5.2.1. The research in Wasgyomuwa should be implemented as sovn
as possible, s0 that progress made ko date is maintained;

efforts should also be made to conduct research in Maduru Oya,
provided the military situation perinits the research to begin.

5:2.2, Computers used for the research should utilize standard
software (e.a,, dRase IIT or Lotus 123), the softwire should be
bart of the monitoring program established by MEP, and the MEP
should maintain its own microcofputer (which should be adequate
for the scale of moni toring envisiged),

Elephant Control/Managem:nt b 4

6.1.1, A suitable officer who could work in collabaration with
the Resident Project Manager nceds to be appointed as soon as .
possivle to minage the Wildlife Management: Unit (see also
1.4.2.), All other positions in the unit should be filled with
qualified personnel as soon as possible, =

6.1.2. onsideration should be given to moving the elephant
orphanage, at prasent located in Rambukkana, on the
Colombo-Kandy road, to an area adjacent to ope of the MEP
national parks. This would get the animals closer to the wild
hzrds, thareby providing both a convenient source of animals, a
means of dealing with orphaned eléphants, an improved capacity
for captive and semi-captive breeding, a tourist attraction,
and a focus for the work of the Wildlife Manag=ment Unit,

The Military Situation

8,1.3, Since a nilitary presence in the MEP region is a
lonc-teem cartainty, and brings certain benefits to the park if
this presence is managed appropriately, MEP should expand its
W% din informing the military of the values of the national
park system to the nation and saek to enlist the military as
supoorters of conservation. Methods that could be considered
might include: Jjoint Sucurity patrols (the Army Commander
agrezd this would be a good idea, but expressed doubts that
HLC would agree because it would be too difficult for them to
Reep Up With the Army); using recruits to help maintain park
infrastructure; enlisting military assistance with elephant
drives; a reaular schidule of wildlife films Lo be shown to
recruits and reaular any personnel (and their families);
inyolving the military in gathering infonnation on presence and
problems involving elephants; and many othzrs. Gen.
Seneviratne, Gaen. Fernando, and Lt.-Col, JaYawardhana expressed
their full support For any such activities that might be

gUOgESE
suguested,
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8.1.4, Dialogue is likely to be far more effective than
directives, and efforts should be continued to enlist the
military as allies in MEP rather than virwing them &3
problems., The Resident Project Manager should make it a
particular objective to work productively with the military;
the present AD (Mahaweli) already has developed an excellent
working relationship with the base comnander and .5 now kept
fully informed on military activities within the park.

General Findinas and Recommendations

9.1.1, USAID should consider using funds remaining in Mahaweli
Basin Developmznt Phase I (383-0056), Environmental Mitigation
Conmponent, to meat carefully specified needs of DWLG., These
should be based on an analysis of what sorts of coinmunications
equipient and vehicles are! required (Jesps vs, motocycles s,
bicycles), who will use them, and how they will be Lsed,:

9.1.3. MEP should direct resources and consider co-opting
whatever available assistance is needed to remove the
encroachments and control illicit activities in Flood Plains
and Wasganuwa national parks, Effective protection will
réquire that the infrastructure and trained staff be put in
place' as soon as possible,

9.3.1. A special MEP allowance should be provided to all DwLC
staff serving under the MEP, as well as to long-term casual
staff; this allowance should be graded, and would need to cane
from GSL funds,

9,3.2, A mininun leave with pay entitlement should be provided

to long-term casual staff, as provided for in the Establishinent
Code,

9.3.3. All casval staff should be recruited from the Mahaveli
area, 50 that full benefits of the MEP Can go to local pzople,
The minimum ceciod of continuous elnployment for casual staff
should be increased from the present 3 months to 6 months,

1.5. Swnnacy of Third Priority Recomnendations

The following third priority recommendations are aimed at providing
indirect sucoort ko the activities of MEP. They following the
nunbering system used in the bext.

9.1.2. vLC should develop a prodect proposal for equipnznt to
5 subinitted for funding from World Wildllfe Fund or other
similar orcanization,

9.2.1, The Mahaweli protected arca gystem should be included
as part of the worldwide netwsrk of Biosphere Reserves, Sri
Lanka already has several bivsphére riserves, such as

W
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Sink. raja, but the inclusion of the entire Mahawell systan as
part of the biosphe-e resecove nctwork would be particularly
appropriate in view of the inmportance of these areas for
research, training, and relations with people in adjacent lands,

9,2.2. A systematic review of Sri lanka should be conducted to
identify sites for recognition as World Heritage Sites,
Sinharaja is the only natural World Heritage property in Sri
Lanka, but a systematic review which would include the areas in
Mazhaweli, plus Borton Plains, Yala, Wilpattu, etc, could both
assess current needs of the systan and establish a systen Eor
World Hericage sdpport to DWLC,

9,2.3., Sri 'anka should participate with other South Asian
countrices on a review of the coastal and maring protected areas
of the country, which could lead to an expinsion of resources
available to WLC,

9.2.4. 5ri 'anka should ioin the Convention on Conscrvation of
werlands of Trnternational Drportance, as several of the new:

national parks In the "thawell would be appropriate for listing ™
under the convention. '
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11, PROJECD PROGRESS

The Project Evaluation Suwnrary (PES) prepared by the mission
following the mid-term review spacified seventeen crit’cal actions
which needed to be accomplished during CY 1286 to redirect the
project, The evaluation will address each of. thsse actions, i
assessing progress and recommending: necessar. raifications, Ne
recammendacions wWill also be made wWhere required,

In general, the Evaluation Meam was lipressed with the progress that
has been made; more has been acconplished in the past vear than in
the previous three years comined, - Rik §* eral critizal
shorccanings have also apoeared and thesa abed trgent attention 1
the project is to attain its objectives. -

II.1, PROVECT MANAGEMENT/STARFING
1,1, ‘*Review and agree on revisad project mn;‘zéemnt structure and
implemzntation plan," (Date action to be completed: Jank6)

Project jnanagement has been extensively revised, It has been moved
from DWLC to the Ministry of State, a nove which has been welcojed
by the naw Director DWLC and by MASL, A Steering Comaitke: and
Implementation Committee have been established and are meeting
regularly; the evaluation team attended a neéeting of the
Implemzntation Comnittee. These actions have led Lo very real
Progress in project management,

Further imorovement is still required, as too many senior staff are
in Colombo when they should be in the field, We recomnind a revised
project management structure (see Annex 3), which wolld involve a
Resident Project Manager in charge of all field activities, a Park
warden assigned to manage each of the national parks, assignment of
the AD Bducation and AD Training ko the Mahaweli area, and a Project
Manager in Colombo to/ whom the Resident Project Manager would report,

The presant AD (Mahaweli) has been assigned the task of overseeing
and coordinating all the activities in the Mahaweli area, 'he
Evaluation Team felt that given khe appropriate authority and
Support Froin Colombo, the AD (Mahaweli) has the competence and
willingness to exercise duties a5 the MEP Resident 2cojent Manager,
Moreover, other Assistant Directors in the field seam to accept the
authority of the AD (Mahaw:11) and Lreat him as a senior officer.

Since the MEP has now been s ‘parabed from the DWLC, MEP staff
tesponsibilities have now bevn focusad only on the Mahaweli areas.
This new gecgraphical focus necessitales the presence of most of the
senior officers in the field, rather than in Ehe head office.

It was also apparent from our Field ol wervations and discussions
With a wide range of individuals that a new 0st, eguivalent in
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Status to that of Assistant Director, neads to be establisiied as the
Gfficer in chazge of wach of the four national parks in the MEP (as
was suagested in the original projec and in the mid-term
evaluatior, but which seams to have been forgotten), Such a person,
who might be given the title of "Park Wirden®, should be a
university graduate, who would have the capacity to deal directly
with, for example, military officers, irrigation officials, or local
government officials, The park Wardens would report to the Resident
Project Manager. We met Several individuals who are now Ranger
(Grade 1), who would be able to fill such a position; but others
might need to ba recruited. It is felt that AD-level Park Wardens
would be extramzly usafyl in,coordinating the many new
responsbilities which are required of the national parks in the MePp,
and that such a sosition Should be incorporated into the new
structure of DWLC 45 it is elevated from a Gategory B Dapartment to
a Category A Deparckment,

Another need which we have identified is for closar and more
effective linkages between DWLC and MEP, In the earlier stages, the
Ewo Yere synonainous and Ehis 1led to many of the problemns which are
evident today., But now the two have been clearly separated and the
pendulum may have SWUng too far in the other direction; after all,
one of the ultimate aoals of the project is to develop IWLC into an
organization which can assume full responsibility for lmplement ing
appropriate managament action in the Mahaweli region (as well as
2lsewhere in Sri lanka). PRurther, DWLC wi 11 necd to reassume
tesponsibility for the Fahzweli protected areas, under the Wildlife
ACE, as s00n as the Mep 1S cumplizbead, Mzchanisms ko ensure closer
Cooperation betwasn MED and MLC are reqlired, The Dj rector DWLC
has expressed his O6ep interesc in Contributing to the success of
MEP in all possible ways.,

NEW_PEOOMYENDATIONS
1.1,1, The POst of "MEP Resident Project Manager® should be
established and Filled by an able lanager with a proven track
tecord and a personal connikEmznt to wildlife, He should be
assigned to the regional haadguarters in Polonnaruwa, For the
duration of the project, the AD (Mahaweli) should be elavated
to this position, He should b2 supported with a permanent
officer to Le in charge of office administration,

1.1.2. AD (=ducation) and AD (Training) should be as31gned
Eull-time duties §- the firld, under the sup=rvision of the
Resident Project Manaair,

1.1.3. Tre post of *Park Suparintendeni® Or *Park Warden®

should be créated lndar Lhe MEP Project for each of the four
national packs., Tne POSt should be of Assistant Dircetor
lavel, and f1)1ed witn individuals who have delunstrated
adinini st rabtive and Manaenent soilit 128
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J.1.4. The Diractor DWLC should be invited'io secve on the
Project - Implementation Committce (as well as continuing to
secrve on the Stcering Committee), so that he is kept fully
involved in all stages of the project,

1.2, "Appoint senior project staff per revised MEP management
structure,” (Jan86)

A new Project Director, the Senior Assistunt Secretary of State
(Russell Kurupou) has been appointed, as has a new Project Managar
(Thilo HoEfman). This change has brought significant new progress
to the project. However, neither of these two individuzls has yet
been able to davote full time to the project, and further
immprovements are still cequired, The project manager is universally
respected and has brought many years of experience to the project.
However, he is unable to devote Full time to the project as he is an
honorary volunta:r and in any case spands five months a year in

Switzerland; he has cecomended that a Full-time project managec be *

appointed,  He would be willing to continue his involvement in the
project, and his continued contributions would be extremely helpful ;-
a suitable senior advisory post would need to be created: :

NEW RECOMMENDATION

1.2,1. A new full-time Project Manager of appropriate
sanlority needs to be hired, with the current Project Manager
assuning the position of GSL Senior Mechnical Advisor to the
MEP,

1.3. *Transfer responsibility for project construction activities,®
(Jangs) : ; !

Project construction activities have been transferred to Mahaweli
Economic and Construction Agency (MECA). A full-time engineer has
been seconded to the MEP by MASL, Detailed site plans have been
prepared, the tendering process is proceeding according to an
establishad schedule, and the financial manacenent stcucture is
functioning well. MECA and MASL expressed some frustration over
USAID delays; they stated that USAID has been far more difficult to
work with on this project than on any of the other Mahawali projects
on which USAID and GSL have collaborated; but the results seem to
have justified the procedurss. Som: additional frustration has
appeared 1n recent months, (ollowing the moratorium established by
USAID on construction due to military activities in Maduruy Oya
National Park (sce pact 8). Howsver, imost problemns now have been
solved, and this part of the project, which was previously one of
Lha weakest points, now sesms fully under control, We have no
speCLfic reconn:ndations to make for further linprovem:nts,

L4, *Apooint staff for Wildlife Manauenent Unit-MEP and new senior
DWLC bechnical positions.® (ALrH6)
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All sepior positions called for — AD (Training), Program Officer,
Rural Sociologist, Engineer, and hocounting Assistant — were filled
during CY 86, though not without some incongruiting,

! v o
The rural sociologist subsequently resigned, It became apparent
during our evaluation that' t)e position of "rural sociologist® had
certain problems, carrying the mistaken connotation of research. In
fact, what is needed is application, not research, so we prepared
revised terms of reference for the post of "Assistant Director :
Comnunity Affairs® (Annex 4),

The senior staff members For the Wildlife Management Unit (elephant
control) have not yet been effectively established in the field.
There is still a lack of clarity as to the terms of reference of the
AD Veterinary and Rzsearch, and his lines of reporting, In many
ways, the Wildlife Mapagement Unit is the one local villagers most
require ona reqular day-to-day hasis, as elephant-human conflicts
cont<at a high rate, During our discussions with various MEP
staff, it becams apoarent that the AD (Mahaweli) could establish the
Wildlife Managemsnt Unit if he were given authority to do so (see
1.1.1.), and that a split assignment of the Assistant Director z
Vetérinary and Reszarch between DNLC and MEP will not work, The
Wildlife Management Unit needs to be headed by an AD (Wildlife
Managemznt) who works full tine in the Mahaweli area. As Lhe huinan
pooulation continues to expand, conflicts between animals and people
are certain to increase, so at the end of the project, the wWildlife
Managemnent Unit should be intigrated into the DWLC structure; in
fact, the MEP Wildlife Management Unit can be seen as a
demonstration of how such a Unit should be established,

There seems to be considerable overlap in terms of reference between
the duties of the Programme Officer and the AD (Administration);
with the engaging of a full-time Project Munager, the Programme
Officer becanes redundant (we were told that the incumbent has
already tendered his resiagnation).

NEW RECOMMENDATIONS

1.4.1, All senior staff should be igsued cleacr Terins of
Refarence and be assianed ko their duties in the field as soon
as possible, The post of Programme Officer should be
Llimipated,

1.4.2, 'Te Resident Project Manager should be given authority
Lo work With tha Project Yanager Lo recruit an AD (Wildlife
Manaunent) for a Full tine assignient in Mahaweli, and to work
with the AD (Wildlife Yanagem:nt) to set up a Wildlife
Managenent Unit which wsild be r=sponsible for elephant
control, design of an elephant orphanage, getbing animals out
of irrigation canals, dealing With crop dan ge by monkeys and
wild pies, ete,
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11,2, TECHNICAL ASSISTANCE

—

2.1, *Contract long-term project expatriate technical advisor,"
(FabB6)

T

All the steps have been taken to contract the advisor, and his
arrival depends only on USAID aqreeing to his departure from the
US, This is now the single jost important factor in the success of

—

the project, Mich of the slippage which has occurred would have
béen overcame had this individual arrived on schedule,

U

NEW. RECOMMENDATION

6§

2,1.1.. The expatriate technical advisor should be notified
imnadiately to come to Colambo to bagin his duties forthwith,
is recamendation should be carriad out with no delay, as an’

500N as he is notifiad; but he has several other offers and if
he 13 not notified within the next fow days, recruitment of an

alternative might take up to six months, to the yreat detriment

of the project,

v ©

2.2, "Conduct workshops on Staff Davalopiment and In-Service
Training, producing a draft training plan,® (May86)

g

We wera unable to intecview the AD Training, but we were informed by
other officers that reasonable progress Sas boen made, that a
Training Plan has bLeen prepared, and that a Trairing Qurriculum has
bezn developad, The training workshop has not yet bzen held.

L2 ™

A major shoct-caming has been the lick of training materials for
Guards and Range Assistants, in Sinha lese, The training to date has
focused on training the trainers and the upoer level officers, but
in ordsr For them Fo now pass their newly-gained knowladge to thair
staffs, training materials in Sinhalese, using Sinhalese exanples,
will ba required, Ideally, such training materials would be adapted
for the specific situation in Mahaweli, drawing on miterials that
have been precared for other similar situations in Eropical
countries,  IUCN has prepzred appropriate materials for use in
China, Pacific Islands, Thailand, Eaist Africa, and elsoqdhicre, and
will make these materials available to MEP

&

NEW REQOMMENDATION

2.2.1. The training proaram should now take the next NECESGArY
) step bo preégire training mat:risls in Sinhalese, adapted Crom
materials available in Enalish,

)

) 2.3, "Conduct WOrkshop on Gonservation S3uestinn and Park
Interpretation, producing and initial ing conprehensive Public

i hearencss and Biucation Plan,” (MayhA)

)

appropriate officar has been identified and is ready to come as
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The AD Conservation Edwjation seems to be doing a good job, and her
conseryation educatiop programme held at the Fimburettewa Aciny
Training School was véry well received, However, her efforts have
not been well coordinated with the field staff in Mihaweli; nobody
knew of her training course at Pimburettewa until 2il hours before,
well after they had already committed ‘themselves tolsther
activities. Once the AD (Bducation) is assigned to the field, most
of the coordinating bottlenecks may not imaterialize (see 1.1.2.)

It is apparent that the "Camprehensive Consecvation Pducation Plan®
18 still a hope rather than a reality, and that' far more nheeds to be
done in this field.

NEW RECOMMENDATION

2:3,1, Any future education efforts mist ensare that major
target groups are identified, and that apprepriate means are
identified for reaching the target grougs, The Project:
Manager should ensure that the AD Conservation Education has a’
general annual work plan, with specific activities schediled
for szvaral months in advance; this work plan should be
developad in the clog:st possible collaboration with che
Rezsident Project Manager,

2,4, "Copduct second academic samninac.” (Aug6)

This has been postponad, and quitez cightly, given the delay in
recruiting the long-term advisor, Freyious such seninars have been
ineffective due to lack of préparation and follow-up, so it was
aporopriate to postpone this one as well. When this semipar is
finally held, perhaps in August 1987, the research prodram should be
well under way and collaboration is likely to be far more
productive. Tt is worth noting that the academic seminars are
designed to promote more effective collaboaration between IMLC,
yariois NGOs, and the universities, thereby enhancing the huwnan
resources available to support the objectives of DWLC (and MEP);
therefore, it is especially important that all elements of this
egquation are able to attend and participate fully in the seminar.
Note also that university researchers have bezn incorporated into
the MEP (see 5.1.).

NEW RECOMMENDATION -

2,4,1. cContinue to delay the second acadomic semipar until
appropriate administrative and technical support can be
provided, When the scninar is held, ensure that DWLC, MEP
staff, university staff, and representatives of the NGO
comnunity are all invited Lo pacticipate.

2,5, “Finalize plans for In-Szcvice Training Programne® (Sept. 86)
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A workshop onistaff trainina and developin:nt was scheduled for
November 1986, but was postponed. This seems appropriate, given the
lack of the long-teon advisor. From the indications we have seen,
the proposed program was suitable and this act ivity needs to be
carriediout once the long-term technical advisor comes on board,

2,6. "Complete draft local participation plan for MEP areas.® (Oct86)
No pcogreﬁs, and none could really be expected in the absence of ‘the
long-term technical advisor, and following the resignation of the
rural sociologist, - EETAEYEREEL A ;

NEW RECOMMENDATION

2,6,1. Once the new Resident Project Manager, conmunity
Affairs Officer and long-term technical advisor are on bBoard, -
the local pacticipation plan should be given high priority.




11,3, PARK BLANNING

(L

3,1, "Conduct canprehensive workshop for MEP Furk System Plan®
(JuneBs) | ¢ ;

A MEP Draft Park System Plan has been produced., It is of excellent
quality, but it admits that *limits of time and the need to expedite
decision-making preclude preparation of more than a conceptual :
systems plan, laying out the broadest of management strategies and
policies,® The draft plan has sucgested appropriate objectives and
provides a solid basic for furthzr achieyement, Additional progress
on this very important activity must await tha arrival of the
long-term technical advisor.

3.2, "'Conziun:‘t" '&rorkshbps for each MEP protected area and couplete
Einal draft management plans (in accordance with MEP System
Plan),* (July86), . . ¢ . For g Keriyin e

Reasonable proaress has been made. | DraFt managemant plans have now
been prepared for Wasgomuwa and Maduru Oya. Discussions held with
field staff suggested that the plans are being preépared according to
a methodology which is building the capacity of DWLC or MEP to
themsalves prepara subsequent plans and revisions, though the plans
still do not have the breadth of involvement that has been
demonstrated by the success of "participatory planning® in the case
of Sinharaja Biosphere Réserve. The title page of the MEP
manageinent plans state, “Prepared by National Park Service, United
States Dapartm=nt of Interior,” rather than "Prepared by DWLC, with
technical advice from USNPS.® This is not meant as a criticisin of
USNPS, who are doing the best they can with insufficient
admipistrative back-up to organize the necessary participatory
planning structure, The long-term technical advisor should be able
to overcome this short-caming, and the Field staff in Mahaweli
should now taka the lead responsibility for preparation of Ffukture
management plans, under the direction of the Resident Project
Manager and with the direct involvement of the AD (Parck Planning) .

NEW_REQUMAENDATIONS

3,2,1. No further managanent plans should be prepared until
the long-term technical advisor has arrived to ensure that the
plans follow the planning process which has baen shown to be
successful in Sinharaja.

3,2,2. All furthér manageneznt plans should be prepared by MEP,
rather than USNPS; Ehe USNPS role now should be advisory rather
than leadership., Greater atbention necds to be given to
building MEP capacity in management planning,

3.2.3. Now that the AD (Park Planning) has been moved to AD
(Mzhawali) and we are reconn:nding that he be elavated to
Resident Project Director (1.1.1), the position of AD (Parck
Planning) needs to be Filled,

L4
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IT.4. PARK CONSTRUCTION

")

4.1, "Approve final site plan for all project construction and
initiate construction tendering process.® (Julyss6)

Reasonable progre
Qo out until USAI
the' impact of the
Lankan side, a de
maintenance for 1
schedule gave us
maintenance prour

- N RECOMMEN

40,1 Tend

8s has been made, and tenders were almost ready to
D put a hold on the process in January 1987 when
military situation was realized, On the Sri
tailed schedule of facilities rehabilitation and
987 has béen prepared by the MEP Engineer; this
a fealing of confidence that the construction and
am was in full control (see ‘Annex 5),: Lokt
’ &} t AVTEN o ld g B ind

- i ‘ ] i at i

ers should go out’ as soon as possible for Floody

Plains and Wasgomuwa; ténders for Maduru Oya should also

procead quic
established

4,2. "MEP constru
initiated.,"

This action depen
has been delayed

X1y, so that the park infrastructure will be well
by the time the military withdrawal is complete,

ction contract(s) awarded and construction work
(DL B6)

ds upon successful completion of action 4.1, which
for the reasons explained above,
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II.5. PARK RESEARCH/MONITORING

5.1. *Contract protected areas inventory and research progﬂrarn
development study (long-term TA advisor arrived in Sri Lanka
and initiates system planning process)® (Marge6) :

Qonsiderable progress can be reported on this activity, despite the
long-term TA advisor not having arrived, A Standard "Research
Agreement® has been prepared, a Research Committee has been
established, and a saries of project proposals were submitted andg
screened. Research proposals were viewed as a practical L
contrcibution to the MEP, rather than as a mere academic exercise;
the MEP ecologists are fully inyolved in project developiment and
will participate i1 the fieldwork. Burther, this element is . . 1%
involving both universities and enyironmental NQOs (such as March.
£or Conservation) with DWLC and MEP. This element has been fully
sucesssful ., ' , 14 A eF Pt

5.2. "Initiate wildlife monitoring program for MEP areas,” [b;:tBGi. i

Theee cesearch proposals have been accepted (pending final
mxdifications to standardize rates, coiputer use, ete,), These
research proposals -- "An analysis of structure, flora and the
redenération potential of thres natural forests protected under the
MEP®, by Dr, Adith H. Perera; ‘Taxonornic-?hytosocjological survey of
the vegetation of the Wasgamuwa National Park,® by Dr. T.
Jayasingam; and *Preparation of baseline maps on the distribution
and abundance of the fauna at Maduru Oya and Wasgoimwa national
Patks,® by Dr. S.W., Kotagama — provide an excellent means to
promte more productive collaboration between MEP and the university
community, and will proyide the methodology and basaline data
required for the long-term monitoring of the effacts of the MEP.
Implementation of these research projects awaits resolution of the
military situation,

The data collected needs to form part of an on-going monitoring
program of MEP and, eventually, DWLC; therefore, Complter programs
should be siinple and Conputers usad should be standardized for ease
of data transfer,

NEMW REQUMMENDATIONS

5.2.1. The research in Wasgomnuwa should be unplemented as soon
as possible, so that progress made to date is jaintained;
efforts should also be made to conduct research in Maduru Oya,
provided the military situation perinits the research to begin,

5.2.2, Computérs usad for the research should utilize standard
software (e.g., dBiase III or Lotus 123), the software should be
part of the monilJring program established by MEP, and the MEP
should maintain its own microconpiter (which should be adequate
for the scale of Monitoring envisaged).
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I1.6. ELEPHANT CONTROL/MANAGZMENT

6.1. *Send key personnel to India and Malaysia to review protected
area barrier technology for inclusion in Park Systems Plan,*
(Aprg6)

Personnel were sent and their contribution to the systems plan can
be made once long-term advisor is on board.

Dr. R. Rudran has prepared a "Strategy for elephant conservation and
management in Sri lanka," which will provide useful guidance to the
future project activities in this area, The evaluation team was. -
greatly concecned that elephant management is not being sufficiently
addressid st present, causing difficulties for villagars, danger to.
MEP staff, and instability for the elephants, It do:s not appear
that habitat managonent is baing instituted to attempt ko attract
elephants to whare they are wanted (e.qg., the inner picks of the
national parks), It is beyond the scope of this evaluation to make -
detalled recommendations on elephant management, but it is apparent
that the major lack is one of leadership on the ground.

NEA RECOMAENDATIONS

6.1.1, A suitable officer who could work in collaboration with
the Resident Project Manager needs to be appointed as soon as
possible to manage the Wildlife Managenant Unit (see also
1.4.2,). All other positions in the unit should be filled with
qualified personnel as soon as possible,

6.1.2. Consideration should be given to moving the eleéphant
orphanage, at present located in Rambukkana, on the
Colomba-Kandy road, to an aresa adjacent to one of the MEP
national parks, This would get the animals closer to the wild
herds, thzreby provading both a convenient source of animals, a
means of dealing with orphaned elephants, a tourist attractinn,
and a focus for the work of the Wildlife Management Unit,
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I1.7, PACD EXTENSION ' PRT e it
i 10 LR g o '

The mid-term evaluation and resultant PES stipulate that, based upon
the results of ‘the review of Cy 86 performance, the Mission should
determine whether or not to extend the PACD to allow additional time
for the achievement of project objectives,  The present evaluation
addresced three questions: Tl B sae
a, Should the PACD be extended in view of CY 36 implementation

performance? : . o
b. If an extension is recommended, for how long slu:;uld_ _ah ' e
extension be granted and what Specific conditions o covepants '
should 'be incorporated into the Project Ajreement exténsion
docwruntatio_n Lo improve gerformnc'e? SO T e
C, Should a' BACD extension noc be tecoinended, what prijorit.ieﬁq H

should ‘be set among actions which can be 'ac.fuurplished'befro;é

the PACD? : M ottt

7.1, PACD extension

The mid-term review recommended: *Provided that appropriate
progress can be made in overcoming the problems identified by the
evaluation, USAID and the GSL should extend the project life by two
years, to th2 end of 1989, in order to make up for the numerous
changes of top personnel which have plaguad the pProject, delays
involved in USAID and GSL tendaering procedures, and the security
Situation.” (9.2,3) Al

It was the unanimous view among all parties in the GSL with whom we
Spoke that the PACD should be extended. We agree with this
assessnent.

A common view came from a senior officer at MASL: *If the project
18 not extended, it will be worse than if the project bad never been
started because so many activities have been started and so Inany.
obligations hive bzen made. If, on the other hand, the project is
extended, the construction can be completed, the staff trained, the
research cacried out, the new parks established as part of:the
overall Mahawsli scheme, and the project can be concluded
successfully,”

While the five-year project 1ife originally envisaged may have been
tealistic at the time, the nuinzrous delays in the first three years
of the project, coupled with Ewo changes in Director pwLC and a
worsening internal Szcurity situation, have thrown the project
off-schedule, An extension of PACD is justified because:

- The project is crucial to the long-term success of the AMP,
#hich leans heavily on the sucess of this conponent,
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= Thedneckia from 1982 to 1985 has now been overcoms and
progress made during 1986 (see previous section) has ipdicated
that the project is now moving well, though about two years

behind slheadule,

; IS IXTWRAT B8 Sasired A

- Implementation problems have basn identified and the remnedial
Mmeasures which are included in this report will lead to
further progress in the coining period,

- The civil unrest {n the project area has been brought under
reasonable control,

—_— The long-term technical advisor has not yet arrived, and, as
indicated above, many ofihis contribotions will ha crucial to
Lhe suoccess of tha. Lroject and wiil net bagin to be felt until
after. he has been in position for at least sevaral months.,

- If the project were to end at the end of 1987; DALC would not -
be in a position o take over full responsibility for the- ty
brutected areas in Mahaweli: on the other hand, DWLC has an
enerdetic new Director who is committed to up—grading the J
depactiment, and he is confident that DWLC would be able Lo
tai 4 over responsibilities in Mahaweli by the end of 1989,

A Eucther point which desarves mention is public relations. MEP has
altracted wide attention, both Within Sri Lanka and abroad. If the
project i3 not extend=d, the public relations ranifications could
well be very negative for Ehe entire Mahaweli developmznt effort and
this would inevitably causs problems for USAID as well. 0On the
other hand, an extension nhich would enable the project to be
suecessfully concluded could have Véry positive public relations
effects on the AMP and on USAID, both within Sri Lanka, in
Washinaton, and interpationally,

7.2. Duration of extension

Based on discussions with DVLC, MASL, and scenior project personnel,
it is apparent that two additional years will be required to
canpléte all infrastructure developnent, Cdrry the resea-ch effart
Lo an appropriate level of maturity, train the field pérsonnel, and
continue to implem:nt park developinznt activities, As indicated
above, the Director DWLC has inditated that by the end of 1989, his
department w1l be in a position to take over full responsibility
for the protected area system in Mahaweli,

NEW. RECJAHENDATION

7.2,1. The PACD should be extended for a4 period of two years,
Lo 30 S=ptenber 1989,

TT T TYYY e VOOV UeyY YRy
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7,3, Conditions for extension

Generally, this extension — which would not involve an increase in
budget — would enable the project to successfully attain its BOPS,
and this is what is desired by all parties involved. It is probably
not necessary to add many convenants, aiven Ehe willingness which'
has ‘been demonstrated by the Ministry of State, DWLC, and the other
institutions 'involved. " However, 'a fow conditions might promote w
improved futlre ‘project iiiplemantation pecformance,’ USAID might
Wish to include the following conditions in an: extension of the PACD,

==/ DWLC, and the Ministry of State, should ‘agree to absorb key' "
senior staff from the MEP into pecmanent positions, Tt is
realized that Ehis 'will Einally take Treasury approval, but .
SUCh a covarant may well assist DWLC in obtaining SUch e 0
dppL‘OYEI].. : : } . ey L ' ¥ ;,.-:-.v.' '1'.'."‘ nhe

~ " '1n"Ehe' Bariod! Lathweon oW and ths progosed new PACD, DHWLC - -

should Be Upgraded' from a Category B Dedartment to a Category
A Departisenk,  fMhis exercise would create a nunber of
professional positions in the DWLC and facilitate the
absorbing by DWLC of the MEP @nployees who will be
“ell-trained professionals by that Eime.
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I1.8,  THE MILITARY SUTUATION

Y OArk, on
.

The eyaluation team visited the military training camp of the Maduru
Oya Army Training School and had a free exchange of views with the
Commandant, Lt/Col V.S,M. Jayawardhana. At the request of Lt,-Gen.
G,D,G.N, Seneyiratne, V.S.V., the Acmy Commandér, We also attended a
meeting with him and his director of training, Gen. C.H. Fernando.
The team found that approximately one mile inside the boundacy of
Maduru Oya Nacional Park, the "Maduru Oya Unit of the
Counter-revolutionary Wacfare Wing® of the Sri Lankan Army has
established a training camp which involves over 600 trainess, housed
in quarters abandoned by construction ‘crews for the Maduru Oza dam.
It is an extension of the main camp four miles away, outside the
national park boundaries; the acmy has used its own resources in -
improving this new train{dglcmnp.‘:' = ' : :

Since the carp was established within the park in April 1986, -
training exercises in approximately 15 sq. miles in the northern
part of the park and security patrolling throudhout the park have
b=2n carried odt on a sporadic basis, As a result of the camnp and
telated truck, jeep, and helicopter traffic, and the training and
patrolling activities, the functions of the national pack have been
greatly impaired, particularly since the acmy camp is close to where
the park headquarters are projected to be located, and one of the
jungle training areas is in the bast part of the park for wildlife
(a2nd tourists).

The presence of a military training camp within a national park is
clearly an incompatable use and threatens the values for which the
park was established; the Army Conmander and Base Commandant both
agree with this, However, given the current state of national
security orevailing, the army has shown reasonable restraint and the
situation could easily be worse (With or without the army),

As a result of the military presence in one of the MEP's four main
areas of activity, USAID has decided to suspend new project
cammitmants panding an undertaking fromn GSL to resolve the
conflict. The bast option would be a rapid withdrawal of the
military camp from Miduru Oya. Successively less desireable options
might include; a slower, but still scheduled, withdrawal of the
military; or a decision that under current conditions, the military
has priority and part of Maduru Oya National Park should be
de—gazeteed and handed over to the military for its purposes.

Wnile it 1s not the task of the assessimant team to solve the
problem, it was apparent to us that options do exist for alterpative
locations of both the camp and the jungle training areas.
Alterpative jongle training arezs should b located outside the
park; but if it is necessacy Lhat they be located within the park,
Lhe north—castern sector would b less ob jectionable than the
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current site, which is the best part of the park for tourism
development and could support the best wildlife populations as
wwell,  Options may also exist for lociting the dungle training sites
outside the park, on the northeastern side; the Rase Commandant and
AD (Mahaweli) will b2 examining these possibilities in the near
future sBni e

In our discussions with Gen. Seneviratne, he stated that, the army
training camp could be moved, and expressed a willingness ko .
undertake such a move, Gen. Fernando pointed out that the military
presence was also to help protect the dam; clearly, such protection
for the dam would be most effective to the east of the dam, where it
can be approached by land,

Any Of thase options would be acceptable, and the project could
adapt to any of them and still attain its most imgortant . - | ., .
objectives, The only really unacceptable opticn is to do nothing, .
and sustain the unclear situation where the military is within the
national park for the indefinite future, with the MEP essentially.
grinding to a halt. : ' ;

This was a challenging problen, but we found Unanimity among the Sri
Lankans we intecryiewed that, in the current context of the
insecurity of the countcy and the high priority given to the
militarcy, the presence of the Ay in Maduru Oya should not be an
impediment Eo the continuation of the project. On the contrary,
irrespective of military activities, work on MEP should be
instituted as quickly as possible, with appropriate modifications in
schaduling and location of activities, The willingness exuressed by
the Army Conmandec to move the camp is a very posiktive indication
Ehat a solution can be negotiated, and that the MEP should not
suffer any further delays in unplemzntation,

The following factors are pertinent:

— The situation has been called to the attention of the
Presidient, who has taken the matter under adviszment and
agr=es that a pational park is not the place for a militacy
training camp. The final decision must be made on national
Security considerations, and the appropriate role of USAID
should be supportive. The Acny Commander has agreed in
principle to move, :

== The military presance has definitely discrupted the park
developmant programe at Maduru Oya. At the same time, it has
enstired that civil unrest has bisn largely excluded from the
area, thereby saving the parks from what might have been an
even worse fate, It must also be admitted that DWLC
protection of Lhe area was insufficiant; the prisence of the
Ay may also have strzngthened the resolve and performance of
DWLC stafE,
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The new Dirsctor DWLC is a retired Chief of Staff of the Army
and has excellent relations with the military; he is very
willing to use his good offices for ensuring the most
productive possible relationship Jetween DWLC' (and MEP) and
the military, The military seem to have shown reasonable
restraint in their activities. While regrettable incidents
have certainly occurred, the relationship between DWLC and the
military =eems generally good.. Soma park staff felt that' the
military was keeplng poachers out, and indeed we saw elephants
on four oc\.asxons, as well as wild buffalo, deer, and'wild pig,

Even lf activities caunot be carried out in Maduru Oya, Flood
Plains and Wasgoinuwa still need attention and project
activities could be concentrated there until the military it
presence 13 ramoved from Maduru Oya; but, as sugiested {nind
4.1.1,, it might be feasible 'to also begin work in Maduru Oya
and the Base Commander was very einphatic that there was pot
reason why construction work cannot co-exist with the :
military, It is felt that in view of the willingness of the
military to consider moving, the presence of such activity
would be' FAr more effective an influence on reimoving the -
military than would be' a contmued moratoril.un on project
progress, ] )

From 25 February to 2 March 1987, the Assistant Dircector for
Fducation carried out a series of information activities at
the Pimburettewa Arny Training School,- inforiming all levels of
military pecsonnel aboukt the values of the national park
system in Mahaweli. Such activities can go a long way toward
mitigating the damage done by militacy presence, and indicate
that the MEP can progwas appropriately even in the face of
such dlfficultles.

NEW RECOMMENDATIONS

8.1,1. Having a militacy training camp within a national park
is clearly an incompatable use, and the longer action is
dalayed the more difficult it is to reverse, Therzfore,
conktinued efforts should be made from all auarteérs, including
MEP, Ministry of State, USAID, and non-—aovernmnental
organizations, to encourage GSL to agree ko a time-table for
total withdrawal of the military from Madiru Oya Mational
Park., Given the investments the Acmy has Inade in the training
camp, and the preparalions that would be required to move to'a
new site, a transition period would bé reauired, This should
be as short as passible, but in no case should it be longer
Lhan two years (at which Eime the park infrastructure would be
canplebed and the park would be ready to open). M2ans would
need to be found within GSL resources to provide the necessary
budgetary support foc the move., The Secretary Ministry of
State should move vigorously to agree upon the necessary skeps
with the mlitary. (e Acny Connandée acriesd Lo this
reconmendation, provided an allerpnative site can be found and
that details of the jove can be worked out,)

Ao
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8.1,2. Given the positive attitude of the Ariny. Commander, it
is the opinion of the Zvaluation Twam that any bepefit that

' migiit be gained by using the cessation of the project as a

form of pressure on GSL is far outweighe! by the danage done
to/the project by the halt in activities '\t a period when the
project was just baginning to move, Tererore, the moratorium
ONn pew project commitments imposed by USAID as a result of the
military situation in Maduru Oya should be lifted iimediately
and project activities, including installation of the ! .
long~-term technical advisor and tendering process, should
begin forthwith, ot

8.1.3. Since a military presence in the MEP region is a
long-tarm certainty, and brings certain benefits to the parck
1f this presence is managed appropriataly, MEP should expand
its work in informing the military of the values of the: ' .o
ibional park system to the nation and seck to enlist the

military as supgoorters of conscrvation. Methods that could be-

considered might inoludas  joint Szcurity patrele (the Army
Commandar agreed this would be a good {dea) but sxpressed
doubts that DWLC would zgree because it would be too difficult’
for them to keep up with the Acny) » using recruits to help
maintain pack infrastructure; enlisting military assistance
with elephant drives;-a regular schedule of wildlife films to
be shown to recruits and reqular ammy personnel (and their
families); involving the military in gatharing information on
presence and problems involving elephants; and inany others,
Gen. Saneviratne, Gen, Fernando, apd Lt.-Col, Jayawardhana
expressed their full support for any such activities that
might be suggested.

8.1.4. Dialoaue is likely to be far more effective than
directives, and efforts should be continued to enlist the
military as allies in MEP rather than viewing them as
problems,  The Resident Project Manager should make it a

particular objective to work productively with the militacy;
the present AD (Mahaweli) already has developad an excellent
working relationship with the base commander and is now kept

fully informed on military activities within the park,
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I1.9, General Pindings and Recomendations

9.1, DWIC support .

The highest general priority is to establish a well-managed systen
of protected areas in the MEP region which jrakes a major
contribution to the overall success of the AMP, This requires that
each unit of the system be clearly demarcated in the field, and that
infrastructure be established, ) :

Both costs and benefits have gone to DWLC with the shift of MEP
marageient into the hands aof the Sanior Assistant Secratary. | DALC
had not buvdgetted for any vehicles over “he past several years, in
the (mistaken) assunption that MEP yehicles could be used for other
parks, Now that propec control over MEP vehicles has been '
established, DWIC is left with insufficient transport to carry out
its duties elsewhere in the country. RFurther, a number of the nost
nighly qualificd Field staff of DWLC have baen assigned to MEP,
theraby denying their services ko DWLC, ot i el -

e T

The lack of equipiment is bacoming critical. On 15 #darch, a DWLC
ranger was Killed by an injurad elephant which he was observing Ecom
too close a distance bacause he did not have binoculars., It is
apoarent that the ch.llenges to conservation have grown dramatically
as a result of the AMP, and that elephants in particular have been
one of the major victims of aocelerated development., One of the
rajor objectives of the MEP was to deal with elephants in an
=ppropriate mannzc, but this has proven difficult and all efforts
have led to a progressive weakening of DWLC to deal with elephant
problams, :

Another major problam was seen in Flood Plains Mational Park, This
all-important lipk provides the only remaining area which
contributes to the possibility of having a contiguous system of
national parks, but it has now been conpletely over-run by
encroachers, Nine parmanent houses have been constructed and
hundreds of brick-making kilns set up. We were informed that
persons engagad in this trade are not residents of the locality but
have been intraduced from elsewhere. Combined with the large
amourits of fuelwnod which must be taken from the national park to
fire the bricks, this represents a vary real threat to the integrity
of the national park. This threat apparently has the blessinas of
influential persons associated with regional administration,

Wasgonuwa North is Ehreatenad by 11licit ganing and associated
distirbances, A permanent "beat™ With tedular patrolling is likely
to bz a bettzr altecpative to the process of filling up
illicitly-dug gen pits,

NEW RECOMMENDATIONS

9.1.1., USATD should consider using' funds remaining in
Mahawell Basin Divelopm:-nt Phase 1 (362-0056), Envitonmzntal
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Mitigation Comgonent, to meat carefully specified needs of
BeiC..  These should be basad on 4n analysis of what Sorts of
radio equipment aad vehicles are required (jesps vsuiy. Lo
mokocycles vs, bicycles), who will use them, ‘and how they will
be used

9.1.2. DWLC should develop a Project nroposal Ffor 2quipmant
to be submitted for funding from World Wildlife Fund or other
sinilar organization, : ;

9,1.3, ' MEP should direct resodrces and consider co-opting
Whatever available assistance 1S nzeded Lo remove the
encroachivents and control illicit activities in Flcod Plains
and Wasgoinlva national parks, Effective protaction Will
teduire that the infrastructure and trained staff be put in
place as soon as vossible, :

dnternational Support o

How is the time to start building international support beyond USAID *
for DWLC, so thal other institutions are ready Lo step in when the
USAID canponent is canpleted, A nunber of Steps have boen taken,

but several othérs can ba taken in the near future,

NN REQONAENDATIONS

929 Including of the Mahaweli protected area systen as
part of the worldwide network of Biosphere Reserves. Sri
Lanka already has saveral biosphere reserves, such as
Sinharaja, but the inclusion of the entire Mahaweli system as
part of the biosphere resarve netvork would be pacticularly
dappropriate in view of the importance of these areas for
research, training, and relations with people in adiacent
lands,

9.2.2. Conduct ing a systematic review oE Sri Lanka to
identify sites for cecognition as World Heritage Sites,
Sinharaja is the only natural World Heritage property in sri
Lanka, but a syvstemnstic review which would inelude the areas
in Mahaweli, olus Horton Plains, Yala, Wilpattu, ste. could
both assess current nosds of the system and establish a systenm
for World Beritage support to DWLC,

93237 Particigating with other South Asian countrivcs on a
review of the coasksl and marine protected areas of the
codnbry (planned Lo emynilater this Year, under UNEP
=Porsorship), Wich could lead to an expansion of resources
available to DwlLec,

9.2.4. Sri lanka shauld join the Convention on Conservation
of Wetlands of International nnportance, as several of the new
national parks in the Mahawell whuld be aporopriate for
listing upder the convention,
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19,3, staff conditions in the field

Based on interviews with a wide range of personnel at all leyels, it
became apparent that incongruitiss and inequities still exist &wong
the field staff. ™ Most of these can be solved by administrative fiat,

'y

WO LUy

- NEW HECI)H‘QENDN[‘I%S_ : e A0 progesc

AW LA

9:3.1. A special MEP allowance should ‘be’provided to all DALC
Staff serving under the MEP, as well as to long-term’ casual

- staff; this allowance should be graded, and would need Eo comne
from GSL funds. LAneIL brg ' z

9.3,2. A minimwn leave with'pay entitlement should be | o

“provided to'long-term casual staff) as provided for in the
Establ ishment Code, 741 LErE i e D L
3 9.3.3. All casbal staff should be recruited from Ehe Mahaweli’ 2
area, so that full'lénsfits of the MEP can go to local . :
people,  The minimum period of continuous employment for
3 casial staff should be increased From the present 3 imonths to |
3 6 months, ; ¢ :
> <
3
»
>
3
)
)
)
)
)
)
)
)
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ITI. PAUJECT DESIGN

¢
The mid-term evaluation recaniend=d certain changes in U1 project's
1agical framawork to provide pmore gealistic goal and purpose-level
aibiectives. Thase reccimacndations also airksd at ensuring that valid
and r2alistic achievament indicators and means of verification are

in pw‘*cp to provide for meantngful acsessiants of the project's

Lo ‘-’a[d\ the atlaiaent of its intended desian objectives.
savesiadations, the Mission has prepared a draft
woject Tosiost Cean-work (emex 1), The eviloabion team
W this dcafE {esisd stofect Yeofrase and Coand that it

P

Lorily saboooood addetarm wvaluation reocvionit Tons in
spuropriada and achiveahle obicc iw*s. The &y luakion
e ehat rhe drsft logleowae ba adoptad, but uth the

2 ovelmnial U poars, ) ‘

Best Available Documart
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@ ’ MAHAWELI ENVIRCRMENT EVALUATION :
? scr.‘»e of ‘-zork for Evaluation ano 131
r g 3 e i 2 Z0F 35 el i .!, \F
I~ 3% The-Proj)ct" ats ARG UAS b fncorpogeted. Luic ;'; i
- Rt L ._- ‘..:..-..k__}}, 3 - _‘ ack T‘ v 1o 4 ' e § ‘
P:ajec; Titdlessiontlon ric Mahaueli Environment noEn 1
Meatives sl Pactfcuinr ath {9 BV ot S
?roject Nunber: Cobn vy .. 33,3 -0075 . . e ned i
ProjsctiDates sarCien bt = cinvezent of teqT 1
' a, Pirst Project Agreement. 9/30/1982
b, Pinal Obligation: FY 1984
¢, Project Activity cCompletion v
Date: 9/30/1587
wonvEYl - - 061 '
Froject Pundings: ; ¥
a, XiD Autherized Loan: % :g- (e |
N EET Grant: 000,000 08 ¢4 & - s
b, Ctlier Donor: =0= H O '
¢, Host Country: 1,900,000 i |
The project's purpose {8 to ensure the stability of ;:-~

irrigated agricultural development and human settlement in
the Accelerated HMahaweli Program area by providing
alternative, ecologically sound and socially acceptable
habitats for wildlife displacea by AMP developments.

This five-year project has now begun its final year of
implementation, The project’s HMid-Term Evaluation of
December 1985 docunented a variety of project
implementation shortcomings and recomnended a series of
critical actions that needed to be taken during CY 86 to
place the project back "on-track®" and provide circumstances
more conducive to the achievement of its objectives, A
major evaluation recommendation provided for the project to
be re-evaluated in one year (i.e., December 1%86) to review
progress nade on implenenting the mid-term evaluation
reconmendations and, based on this review, to recomménd to
‘Mission maragement 5pecific aajustiwents to the project .
strategy required ko facilitate the achievement of project !
objectives, including whether or not an extension of the
Project Assistance Completion Date (PACD) of Septenber 3U,

) 1987 is warranted.
J 11, Purpose and Timiny of the Evaluation
) The evaluation will be copduckted co/a January 1987. This
[ will be a-linited scope evaluation. Its purpose is to
review the project's progress during CY 86 towards -
, implenenting cértain critical actions as agreed upon in the
) ’ -

[ . q’\




111,

= lid

9(0,ictlulhlﬂtuibn fuanery (FBB) of ks miQ~ tain
evalvation of ihe ptuject. USAID wil)l nse zha'evaication
£indings and 'eccurwriuricﬂx L2 daecicds {1) uhother to
extend the PhCD or ternipato the actlvity, (3) {f a FACH!
rxtension 138 rhucrw~ndad, Ior how long and under what
conditions should such an Gxtension be granted, ard (3)
whether any otier pozuible modificetions andfopof oW long
recommendat{ans zhould be incorpogated.into’ th‘“37 what .
implenentation strategy to redlirect the ‘preéjoct’ to better: ’,
CaLfy SUE evaluation reconmendations and méet its intended
objectiven, Particular attention should be ' @iven to thé -
tivetable f{nharent in iwplementing any such recommended
project adjustments, including identification of specific
*benchnark® neasures of achiavement of the desirednded at
results, to tacilitate qxaaion monitoring ot qfqe.’“ﬁn
Q- nov cg

Evaluntion | Qu estions : ¢ : ’“d,.

: (nithe
The evalu:t on tean wi;l be exf*-“gd to address the
following questiens: t
0 VO MLSD
Ao Proiject Proar usa: Tue Project Evaluation sqmnary ;
Bpes {fios Sevenceon eriticzl actions which nced Vo be: |~
accomplished during CY 86 to redirect the sfoject' to 'it=d
better ypromote attainmant of its intended cbjectives, °9
Generally, these actions may be categorized as follows: ™
Project Managenent/sStaffing (Action Kos,l - 3 ‘and 6, PES),
Technical Absfistance (Action Nos., 4, 8, 9, 13, 14 and 16,
PES), Park Planning (Action Nos.l0 and 11, PES), Park
Construction (Action Nos, 12 and 15, PES), Parkl
Research/Monitoring (Action Nos: 5 and 17, PBS), and
Elephant Control/Management: (Action No,7, PES). ! The
evaluation team will be reguired to review the status of
conpletion of these 4ction5 and address the £ollaving
questions for each : ; '

=" e ﬂﬂ"“.

1, What is the current status of coupfetion of the action?

2. How does this compare with early CY 86 plans and target
dates (as specified in the PES)?

3, If target deadline alippagé has occurred, how great is

this slippage and what significance does this delay have

for the successful implenentation of the pioject relative

to overall project objectives? What are the &pparent )
reasons for any observed slippage? .

4. What reconnendations does the team have for overcoming

any perceived implepentation bottlenecks in the completion

of the action for improved future inplementatzon

perfarnar e?

B, PACD Extension: The mid-term evaluation and resultant
PES ctipulate that, based upon the results of the review .
of CY 86 performance (specified in A, above), the HMission
should determine whether or not to extend the PACD to
allow adaitional time for the achievenent of project
objectives. The evaluation team will, therefore, be
required to addaress the following questions on this

subjeck:
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1, should the BACD ha axksnded in dlau of gy 36 :
igpiagaut.hﬁ@& pﬁ;tctnancn 28 ueazuryd ag~lnoh ko c:;tical
> acticns qnd -utx»h a.bea 41as** zbowa? [l AR
; MM 4 n a 14 i
2.. It an extenslﬁn of the PACD i; tecomme ded, for how 1ong
ahovld an extention be granted (1 yﬁar or: 2 years)? What
.+ gpecific conditions or’ covenants ({f any) should be .- . .
incorporated Into the FProject Agreement extensiobur oo :iing
documentation which might promote lmprovea future project,
inplenentntlaw perfornance? rh ; #0d facilit

¥ ¢ nt

3. should a Phcv extenslon not be warrnnted/reconmended at
this time, what priorities should be set among actions
which can be' accomplished before the PACD? And how can
project ipplemsntation perforwance be improved and
realization of project objet*lves be na:imiced in Lhe
u,&ipiﬂﬂ nine months *1ne? o1 sxnatriate

' '}
A& lsal D01 e

C. Project Du_£°1l ”he mid-fec; valuatlon 5180
reconiendeg cectain changes in the project's logical
frauevoek iargely ko provida more realistic goal and: -
putposa~-ievel objactives 4n view of the telatlvely 14 mited
£ive- ~year inplementstion timeframe.: This récommendationtc
was a1s0 Included to =nsure that valid ana realistic ¢
achievemant indicators ana means of verification are in
place to provide for meaningful assessuents of the
project's progress towards the attainment of its intended
design objectives, Based on these recommendations, the
Mission has prepared a draft revised project logical
framework which we believe addresses the mid-tern
evaluation tean's concerns and properly modifies the
project's logical matrix for more meaningful future
acsessnents of project goal/purpose-level achievement. The
evaluation tean will review this draft revised project
log[rame and auarass the tollowing guestions;:

1. Does the revised project logical framework

atisfactorily adaress mid~term evaluation recommendations
in proposing appropriate anu achievable revised project
purpose and goal-level objecbives?

2, What nmodifications tif any) in sald draft 1ogframe might
be mave to better delineate project objectives and
corresponding reasures of achievement, means of
verification and underlying assumptions?

D. General Recoumendatinns: This section is included to
afford the cvaluation team the opportunity to adaress any
outstanuing project issues which are not adequately covered
in any of the above work tasks. Baseu on all of the
infornation gathered through tasks A. to C. above, the
evaluation tean will be required ‘o address the following
i guestions:

g
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soda Mra thece any outstsniing sroject § 551509 ot aliezdy
addregzod in the avaluatlion weope ot work of ahe prdor
avaluation which matit fuzther/closer consideration? If
80, Woat xre these lssues end what 18 thair relstive
significance vis-a-vis Improved projact implemantation

perforpance and/op kttelpment of cbjsctivea?.
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2, What are the tean's spacific recommendations) for dealing
with these issues, including what needs to be done, and by
whom, to successfully resolve theae iasues 2nd facilitats
future projact {nplauentation parFormance and/or attaipment
of objectiVes? [/ [ L (.. trod g tinveivisin:

w1

- -I‘I
2 | .

VA Ol ak s amhars o The - bent wll) GHectey
1V, Tean Compostblon i ¢ (\itng, conelusivn #pd racoiscndation,
_ (3 . vl s 3NEe POt
The bean will be couposed of three pereons: one GSL (he
tepresentetlve, one USRID represpntative and one expatriate
Paxk Pianning consultant, Qualifications criteria for the
Park Planning cvﬂ?ultqn; are 23 followsiio a4y | WERU R BF
gggﬁ;gjégﬁggz This team member ﬁuaﬁ have an zdvaneced
degeee In natural resources management of similar fieid.
He/she must haye at least 10 years experiznce in prelected
arca managerent and adninistration, at least S years of
which should have been in a managenant-level position,
Prior overseas experlence in LDCs {s mandatory for this
team posi{tion; preferably in the Asia region.

V. Hethodology ana Procedures

The duration of the evaloation will be approxinately four
weeks, beginning o/a December 31, 1986, with two weeks
intensive in-country work (January 17-31). The team will
work a six-day week, The Park Planner will act as Tean
Leader responsible for coordinating the preparation and
editing of the final report,

\ : Loth
The evaluation schedule follows:
Decenber 31-  Gather and-reviéw relevant background :
January 16 inforrmation, arrange staff interviews and
complete evaluation logistical arrangements,
January 17 Park Plannef/Team Leader arrives Sri Lanka.
January 19-25 ConEinue review of background infornation

and conduct meetings and interviews with
project staff ana fleld trips (if required),

-

January 26-28 Write report and subjit draft, )

=
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Aa i andury 39 Be3t with GSL and USAID officlals for
| . * o« eoparatys briafings on major avalustion:

£incinga asd Lacommendatigne and aqlizfy . ..
¢ coomenta £o Eame, sk,

,TJApuary 3053 BAit repork, .. Y4 3 s i A X
January 31,0 Submit £inal dcafk report to USAID, .,
i ust rut {ve BrSnet i1 avp

Using Chapter 12 of RID Handbook 3 as guidance, the Team
Leader will be resconsible for developing a methodology: for;:s
conducting’ the evaluation, including the division of =~ = = —
responaibility among tean nénbers. The team will specify

the 'baais for esach finding, conclusion and recommendation.
Whenever’ pogsible, the keam will use and report

quantifiable or'objaectiya ¢vidence apd will explain theg
clrcumgtdnces’ whan this §p not posaible.,. 1:320

The tean will se,’ among others, the following aourcen of
infornation: ' LS B i A g
; : oon A
- Projact Paper )
- USAID Project Piles - T

- GSL Project ¥lles

- Miscellaneoua Project Contracts and Tender

; Docunents 5

- #iscellancous Consuitant and Other Relevant
Reports ] :

- Mid-Term Bvaluation Report (12/85)
- Prolect Evaluation Summary (12/30/85)
- Revised Project Logical Framework

VI. Report Reguirements

A, Fornat of the Report:

The report wlll contain the following sections:

Basic Praject Identification Sheet <
Table of Contents - :

Haps(s)~if applicable

Acconyms | Ol e 7

Executive Summary (limited tdb 3 pages)

Statement of Conclusions and Recommendations

Body of Text (limited to 20 pages)

Appendices (including the evaluation scope of
work, description of the methodology used and any
other pertinent data) . o

- Bibliography

B. Submission of Report z

-

A draft written report will be presented to the
Mission o/a January 28, The Team Leader will subnit to S
USAID 20 copies of the final written evaluation report p/a
January 31 prior to hig depacture, - .

A é\. |
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Job'DescrlpElon {

.

This {ndividual is reponsible fér ueveloyiné ways and jiean .

]
i
!
| 5
for ensuring that ‘the local vieople receive appropriate E
benefits from the vacioLs protected arras. He or she willj =
develop ways and means of ensuring that prouucts Fron buffery
Z0Niks are appropriataly distributed, that drievances are
addressed, and hhat the education vrograws are appropriate]
for Yhe reauirerents, B _ -i v ; N i

2 s | -
The' Comnunity Affairs Officer will docunent the economic |
benefits of the various brotected areas, ensure that there'lis
appropriate public participation in preparation of management
plans, elephant control operations, eaucation programs, and
other measucres designed Fo proiote both Eangible and
intangible benefits for local pezople.

The Comuunity Affairs OFficer shoula wock closely with the AD
Education to uesign ways and means of increasing public
awareness of the long-term and short-teri, benefits of nature
consecrvation and environmental protection in relation to AMP

developiment. He or she should work with the Resident Froject

Manager to ensure that local people are given full
opportinities to work as casual laborers or in other
positions within MEP., He or she should also advise the
Resident Project Manager and the Park Wardens of the
protected areas on ways and means of eontrolling poaching,
genming, brick-raking, illecal grazing, etc., in ways that
are socially and culturally appropriate,

The Comnunity Affairs Officer shoula also seck ways and reans
of pronoting the development of suall-scale pature tourism
ceveloplenks by local people,

The Coununity Affairs Officer should hHave at leastk five YEArs
Gxperience in working with village people, F0ssibly Ehrough
District Development Councils. He or she should have an
intérest in nature, but significant training in biology is
not a requirenent,

He or she shoulu have an interest ana aptitude for working in
difficult rural conditions, Geveloping creative solutions to
difficult problens,

| £ & | COMMUNITY APFAIRS!OFFICER ! e ie e
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ANNEX 5

THE FROGCRAMME OF KAINTENANCE WGRK

FOR 1987

JOB DESCRIPTION

PROGRESS UP TO 1986

PROCRAKKE FOR 1987

Faebruary ..U‘ Weex) Awarded

l. Conversion of School Building Design and Estimates
at Damanewela and Marawila Caompleted ! Juns (4¢8 peeak) Complst.l.on and
: I handover L
: : i -
2. Repairs and extension to :
Kaduparaella Circuit Bungalow —do— —do—
13- Repalirs to 5 Nos. houses at May = (48 week) [Award of Contract
Kandeganwila for researches ~do— Juiy - (4T8 week) conp_l(lstion and .
5 i " _handover of work E
4. Construction of Damanewala Tollets Completed e e — e
5. Small Bridue across Minipe Canal & Completed
Breach filling across Muthuwangama Oya <
| -
6. Bridge across road access to National Irrigation Department Ha:ch {2"d »ﬂ.ek) —~ Receive designs e
Park 1/2 k.m. passing the ciuseway. Commenced investigations & estimates from S
for preparation of (ID).
designs and estimates MNarch -(du’--ﬁleek)‘- Award of contract —— —
: to ID. !
. Nay (4EB geek) - ‘Completion and
£33 Handover work.
i |
7. Construction of 10 barriers and Designs and estima:es .E'eb.‘ f.')'rd Hee't) = Award the contr.ct

installation

prepared

Kay (4t meukx)=

:o Govt. Factory
¢«=-Completion of work |
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'6. (Construction of Watch Huts at the March {2°d Wesk) = Completion of

| Barrier Points Designs &

| . "April (299 pgek) — Award of coatract
! estimates

Nay (4t9 Week) - Completion of work

. e

9. & watch Huts along Mahawell 1n Wasgamuwa 1l Campleted Sapt. (4th week) - = Campletion of . -
balance huts.

l10. (a) Conversion of Kudawila School of Initial measurements _- Apr_i.l Y- (4”" wWeek) —'Cmplation ‘of i
| useumn were taken ) ;  designs & estimates
(b) Conversion of Timbirana School to June = (dth Week) = Award of contract
jungle lodge Oct.87-=-({3%9 Woak) ~ Completion.of.Work. |
. = é
\11. Conversion of Urumadala School to Initial measurements . March (48 Week)"—"Campletion of Designs |
Office and guarters were Caken and Estimates i

April (44 Week) - Award of Contract =
Jaly .’du‘ Weaek) = Completion of Work

12. Construction of Water Tower at AD Designs and estimates ‘This work has been undertaken by AD (MEP)
: (Mahawell) Bungalow ¢ prepared to complete and handover hafore 4t8 week

| hand of March

13. Repairs to Asst. Game Ranger' Quarters Estimate prepared This work has been undertaken.by AD._(MEP).
and construction of additional room to complete and handover before 274 week
of April : s
l4. Repairs to Game Ranger's Quarters at Estimates prepared This work has been undertaken by Game !
Polionnaruwa - - Ranver (Polonnaruwa) coaplete and.. .

handover before 204 week of April

15. Repairs to Game Rangers Quarters at Estimates prepared This work has been undertaken by Canme’
Wasgomuwa " Ranger (Wasgomuwa) complete and handover :
before ‘279 wesk of April =
<
A\
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{16. Proposed toilets Anganmelilla - Feb. 1987 — Cuapletion of Eacinate

' This work will be given tc Gams Rangers

t (Anganmediila) Couplstion and handover
i : '

dth week of March

N

17. Provision for water supply to Initial measurementcs Nay f-dth m}c) conp;utxon of Desagns &
! Angannedilla ware taken Estimatas

| This work will be given to Game Ranger
i Anganmedilla - Completion and handover
before 49 week of July.

- i
\i8. Maintenance of Existing Roads Estimates prepared for Thiv work will be given Lo Fd:kmrdm ;
{ ' repairsy to existing Naduru Oya} Cmplut.;on befora 4th
structures veek of J’amua.ry
| i. Gurukumbura to Kudawila st - i
| 2. Enderaettamulla to Xudawila Noad grading cmpleted in| Simndilar malntenance would be done this
{ .1936 = yoear. - ;
3. Causeway at Tunnel outlet - .| Will pursue possibility of gett;ng MASL:
-to undertake this
4. Gurukumbura to Nambudanwela This work will be given to Parkwarden
| (Maduru Oya) Counpletion bafore Ot:tobu'
4B ek,
\.‘I-
19. Construction of Beet Station at d March -20d week completion of designs ig
: Padawala | and estimates, This work will be ..
handled by AD/MEP to compléte and
handover before Nay 4th ek
" e
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ARNEX 6 - Individuals Tntacvis,

Hr. A.S.A.Pakeer,

Mr. A.B.Ekanayake,

Dr. N,Attapattu,

Miss E. Manay ikkara,

Hr. M. Pecnando, .
ch H‘f(ath,

I
Mr, D.P,P.Illeparuma, i

Mg, Thilo Hoflman,

Mr, M.Madswela,

Mrs, Ki.Girtige,

M, BEsSal 1, ¢, Kiruppu,
M. alcom Jansen, !

Ac, KB Warnascoriya,

Mr. V.K,G.Padnalal,

Mg, F.R.D.Digsanayake,

Le. Col L.H.M.J Ayawirdanna,

Major Wijeratne,
Captain Fark,

Mr. Lixman Scoriyabandara,
Mr. Sarathkumara,

Mr, Rodney St, John, .

Mr. B,I.Gunatunge,

G=n. G.n.G.N..“.?:-r:'airatne,
8rig, C.H.Fernsndo,

Dr. Jchn Seidensticker

Mr. Lyn De Alwis

Mr. A.B.Fernando

Mr, Vitus Ferpando

USAID

Mr, Robert Chase,
Mr. Gary MNelson,

Mr. Dehnis Zvinakis,
Mr, Eric Loken,

Mr. Jan Bmert,

[

w2 by the Evaluation Team

National Park -Plnner,
Program OEficer,

Vetenary Surgeon,

AD {':‘ducation];

AD (Administration),
Account Asst,

Enginzar,

Project Manager,

Director,

Additional Directocr,
Director Tmolem:ntation,
Sanior Envirconmental Gificer,
Ditector Special Projects,
AD (Mahaweli),

AD (Ecology),
Carmanding Officer,

Training Officer,
Training Officar,

Ranger, Maduru Oya

Ranger, Wasgamuwa,

Former Program Officer,
Sacretary, :
Commander

Officer in Charge (Training),
Ecologist

Past Director

Ranger

Former MEP Project Officer

Director

Deputy Director
Chief, PRJ

Project Officer, ENG
Program Officer

MEP

" MEP

DWLC/MEP

MEP

MEP

MEP

MEP

MEP

OWLC

DWILC

MEP

MEA

MASL

HEP

MEP

Army Training School,
Pimburéltewa
Aty Training School,
Pimburattewa

Acny Training School,
Pimburrettewa

MEP

MEP

MEP

Ministry of State
Army -

Smithsonian

oLC -

DWLC

TUN






