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EXECUTIVE SUMMARY

1. PROBLEM AND OVERVIEW

During the last three decades, Sri Lanka's forest land has been
reduced by approximately fifty percent. In recognition of
environmental problems and domestic erergy requirements which
have resulted from this deforestation, the Government of

Sri Lanka (GSL) gave high priority to replenishing and .
protecting its forests in the 1979-1983 Public Investment Plan.
Program targets focused on the reforestation of watersheds,
development of commercial and rural fuelwood plantations and
the establishment of village woodlots. Responsibility for
implementing many of these Investment Plan Programs was
assigned to the Forest Department.

USAID was the first foreign donor to provide major assistance
to the GSL in the forestry sector. However, during the past
four years, the United Nations Development Program (UNDP/FAO).
the World Bank (IBRD) and the Asian Development Bank {(ADB)
have all initiated major assistance programs in the forestry
sector.

2. U.S. ASSISTANCE

USAID/COLOMBO approved a five-year Reforestation and Watershed
Management project in March 1980. This project constituted
the Mission's initial effort at addressing Sri Lanka's
physical environment and natural resources needs. The purpose
of the project was to cecnserve and to stabilize watershed
areas in the highland regions and to enhance the natural .
renewable energy and commercial resource base of Sri Lanka.

The project was designed to improve the institutional
capability of the Forest Department to continue each of the
project activities beyond the life of the project. The
project was originally budget for $14,680,000. USAID's
contribution was $ 4,350,000. In July 1983, the project

wae amended to increase the total life of the project budget
to $16,150,000 and to extend the Project Assistance Completion
Data (PACD} two-years to July 8, 1987. USAID's contribution
was increased to $1,450,000 grant funds and to $9,000,000
ioan funds while the GSL's contribution was reduced to
$5,700,000.

3. PURPOSE OF EVALUATION

This mid-term evaluation is the first evaluation of the
Reforestation and Watershed Management Project (383-0055). The
objective of the evaluation is to review the progress made
toward attaining the Project purpose and to recommend changes
in Project Implementation if appropriate.

4. FINDINGS

A. In terms of institutional development, the project is
succeeding: the Forest Department has gained the technical



knowledge and managerizl capacity to mount a large-scale planting
project; key staff have been trained and have returned to
positions of authority; a natiomal Forestry Extension Plan has
been developed and presented to the Ministry; the forest research
capability has grown and the National Forest College has expan-
ded its curricula to train Forest Officers for the first time.

B. Targets set for the number of acres planted, the
number of staff to receive short-term training, the amount
of construction completed will not be met. Target shortfalls,
however, will not have a significant effect on the overall
institutional development aim of the project.

C. When the project was amended in 1983, the targets for
the plantations, staff training and construction were increased
with only a limited analysis of the Forest Department's staff
levels or GSL budget restrictions. As a result, targets
established were over-ambitious.

D. The project regquires a full time Chief-of-Party with
managerial as well as technical experience who divides his
time between the Colombo and field offices. Short-term
consultants have provided the required technical assistance, but
their visits were toc brief. Half of the consultants were in
country for only two to four weeks. ~

E. USAID .needs to document changes in procedures for
reimbursement practices. In 1984 the Forest Department altered
its spacing system in the fuelwood plantations on verbal
discussion with the Ministry and USAID. These arrangements will
have to be formalized if the GSL is to be reimbursed for the
planting. )

5. PROJECT DESIGN IMPLICATION

The main lesson learned is that a full analysis of GS.L staffing
and budgetary reguirements must be made during the design of
the project. A review of the actual number of staff needed

to accomplish the project activities and an analysis of the
budgetary restrictions faced by the GSL in 1983 would have
enabled project designers to establish more realistic project
targets and cost components when the project was amended.

6. RECOMMENDATIONS

The project should continue. Project documentation should
be revised to state that institutional development is the
primary purpose of the project and to reflect the target and
budgetary reduction in forest acreage to be planted, the
number of staff to be trained and the number of buildings to
be constructed. The reduction in targets will reduce the
total project funds by approximately $2,000,000. Therefore,
USAID Sri Lanka should not obligate the $ 2 million loan
funds presently planned for FY 1985 obligation.
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INTRODUCTION

General

USAID/Colombo approved a five-year Reforestation and Water-
shed Management Project in March 1980. This Project
constituted the Mission's initial effort at addressing Sri
Lanka's physical environment and natural resources' needs.
The purpose of the project was to conserve and to stabilize
watershed areas in the highland regions and to enhance the
natural renewable energy and commercial resource base of
Sri Lanka.

The Project was designed to improve the institutional
capability of the Forest Department to continue each of
the Project activities beyond the life of the Project.

The Project was originally budgeted for $14,680,000. USAID's
contribution was $950,000 in grant funds and $3,400,000

in lecan funds for a total of $4,350,000. The Government

of Sri Lanka (GSL) assumed costs totalling $10,330,000.

In July 1983, the Project was amended mainly to increase
the plantation acreage and the construction component. The
Project Assistance Completion Date (PACD) was extended

two years to July B, 1987. The amendment was essentially

a2 shift from the use of GSL funds to the use ¢of USAID funds.
USAID's contribution was increased to $1,450,000 grant
funds and $9,000,000 locan funds while the GSL's contribution
was reduced to $5,700,000. Total cost of the amended
Project was $16,150,000. A detailed comparison of the
original Project and the amended Project is shown in
Appendix I.

Evaluation Methodology

Thie mid-term evaluation is the first evaluatisn of the
‘Reforestation and Watershed Management Project (383-005S).
The objective of the evaluation is to review the progress
made toward attaining the Project purpose and to recommend
changes in Project implementation if appropriate.

The evaluation was conducted by the USAID Asia Regional
Forestry Advisor, Deanna Donovan, USAID/New Delhi Forest
Advisor, Charles Hatch, and USAID/Colombo Evaluation Officer,
2Anne Dammarell, in close ccllaboration with GSi. Forest
Department Proiject Director, XK. Vivekanandan, SECID
Contractor Acting Chief-of-Party, Joseph Sanders and USAID
Project Manager, James Bonner. Orginally, Dr. Vivekanandan
and Mr., Sanders were to be team members during visits to the
plantation sites and to the Forest College near Trincomalee.
But due to a sudden surge of terrorist activity throughout
the northern and eastern sections of the country, the Forest



College was closed and travel restrictions were imposed on
Forest Department personnel. The team cancelled all field
trips except for a one-and a half-day trip to the Upper
Mahaweli Catchment area.

Team findings are based on a review of Project documents

and interviews with those directly involved with the
Project. Four of the five District Forest Officers from
the fuelwood plantations and the Acting Director of the
Forest College came to Colombo and were interviewed as well
as officials from the Ministry of Lands and Land Development
and the Forest Department.

Appendix VI contains the names and positions of those
interviewed. The team discussed their findings and
recommendations with USAID and GSL officials.

The evaluation was conducted from November 26 to December
18, 1984,



I. SUMMARY OF MAJOR RECOMMENDATIONS

Our recommendations are listed in detail in Section III
Project Evaluation. In summary we recommend:

A. That the Project continue but that targets for plantation
acreage training and construction components be reduced to
enable completion of activities by the present PACD of July
1987.

B. That the Mission send a letter to the Forest Department
reguesting a revised Implementation Plan for the life of the
Project which will include a time schedul= and revised budget
for the following:

1. Acreage to be planted in the Upper Mahaweli
Catchment zand fuelwood areas;

2, Training of staff;

3. Type and use of remaining short-term technical
assistance;

4. Construction to be undertaken including justifica-
tion for site location and information on planned staff.

C. That the Mission not obligate the final $2 million
loan funds in FY 1985 as presently scheduled.

D. That the GSL will ensure that all prcject components
described in this revised Implementation Plan will be fully
funded in the Forest Department budget for FY 1986 and

FY 1987.

E. That the Mission inform the Forest Department in
writing the extent to which USAID can reimburse the GSL for
the Forest College hostels.

F. That the Mission issue a Project Implementation Letter
(PIL) to state that institutional development is the
primary purpose of the Project and to reflect the reduction
in the forest area to be planted, the number of staff to

be trained and the number of buildings to be consutructed.

G. That USAID issue a Project Implementation Letter (PIL)
describing the method of reimbursement for fuelwood
plantation work initiated in 1984,

B. That the Forest Department point a new Project Director
for the Reforestation and Watershed Management project to
allow the Chief Reseach Officer (who is also currently the
Project Director) to assume full research responsibilities
and to continue the research work initiated by the SECID
consultants.



I. That the Forest Department delay the construction of
field offices until the Ministry approves the National
Forestry Extension Service Implementation Plan and until the
Chief Research Officer has developed an internal plan for
site locations.

J. That SECID provide a Chief-of-Party for the remainder
of the Project and schedule future short-term consultants
for approximately two months per visit.



II. BACKGROUNTED

A. PRE-PROJECT CONDITIONS

During the last thr=e decades, Sri Lanka's forest land has
been reduced by approximately fifty percent. In recogni-~
tion of environmental problems and domestic energy
reguirements which have resulted from this deforestation,
the GSL gave high priority to replenishing and protecting
its forests in the 1979-1983 Public Investment Plan.
Program targets focused on the reforestation of watersheds,
development of commercial and rural fuelwood plantations
and the establishment of village woodlots. Responsibility
for implementing many of these Investment Plan programs
was assigned to the Forest Department.

B. FOREIGN DONOR ACTIVITY

USAID was the first foreign donor to provide major assistance
to the GSL in the forestry sector. However, during the
past four years, the United Nations Development Program
(UNDP/FAQ), the World Bank (IBRD) and the Asian Development
Bank (ADB) have all initiated major assistance programs

in the forestry sector. The IBRD and UNDP are working

cn the national level to develop a comprehensive survey

of forest species and a master plan for forest activities.
The ADB is doing community forestry in one section of

the country - Badulla. In addition, the Norwegians,

Swedish and Dutch development agencies have initiated small,
discrete projects in the forestry sector.

In all cases, activities are designed tec complement each
other without any apparent duplication. However, this
increase in support by the foreign donor community has
severely stretched Forest Department resources.

C. GSL SITUATION

1. FINANCIAL CONDITIONS:

Changes in Sri Lanka's economic environment during
the 1980's forced the GSL to reduce its budget for capital
expenditures and to impose construction and personnel
hiring freezes. These factors have had a direct bearing
on the rate at which the GSIL could staff and implement
project activities. The construction and hiring freeze
restrictions have recently been lifted, and the 1985 GSL
budget for the Forest Department has been increased.

2. POLITICAL CONDITIONS:

The civil disturbances of July 1983 have had a major
impact on the Project. In 1983, four of the six Deputy
Conservators of the Forest Department (DFC) were of Tamil

el



ethnic origin. During the disturbances, one officer left
the Department and the remaining three officers were not
able to work effectively for a period of about four months.
Although field work continued at a reduced level, management
decisions were difficult to obtain. The long-range impact
of the disturbances is hard to evaluate; however, the
technical assistance and training components were delayed
due to the unavailability of GSL personnel. The technical
assistance component has been rescheduled. Training
however, especially short-term, has been delayed signifi-
cantly . It is guestionable at this time whether the
Department will be able to utilize all of the training
planned under the project.

Also, as a result of the ethnic tension in 1984, planting
locations in the North and East are being re-assessed.
Posible shifts in the location of fuelwood plantations
may result in further delays.

3. DEVELOPMENT STRATEGY:

Given the limited resources availabkle to the Forest
Department, it is crucial that the Department define a
long-term development strategy and proceed with its
implementation in a planned and structured fashion. The
Forest Department, in conjunction with the Ministry, is
presently working on such a strategy. However, the
present lack of such a strategy has had an adverse impact
on the Project.



III. PROJECT EVALUATION

The basis for the Project Evaluation is the Logical Frame-
work incorporated in the Project Paper (PP) and the PP
Amendment. The scope of work (SOW) for the evaluation

is in Appendix V. A Logical Framework included in the

PP Amendment is presented in Appendix II.

The format adhered to in the following section of the
evaluation is to review the OVERALL PROJECT PURPOSE and

the Evaluation Team's major findings and PROJECT COMPONENTS:
Rational Forestry Trairing, Research, Extension, Plant-
ations and Fire Control. -

Each project component is examined in terms of its

objective and planned outputs; planned inputs (Technical Asszist.,
‘training, construction, commodities); accomplishments to

date, and the Evaluation Team's findings and recommendations.

A. OVERALL PROJECT PURPOSE

1. PROJECT PURPOSE:"

a. Conserve and ctabilize watershed areas in
the highland regions of Sri Lanka;

b. Provide a natural renewable energy and
commercial resource for Sri Lanka.

The above stated purposes are misleading. The
inputs and expected outputs are really geared to strength-
ening the institutional capacity of the Forest Department
to implement its mandate. The fact that the Forest
Department is expected to accomplish the above two
activities indicates that the operational capability of the
Forest Department is to be improved, and this point is
reinforced in the end-of-project status shown in the Project
Paper,

2. REVISED END-OF-PROJECT STATUS:

As shown in the PP Amendment this section reads
as follows, "upon completion, the Project will have
strengthened the institutional capacity of the Forest
Department and assisted in the tree planting activities so
that the Department will be able to reforest, by 1987,
24,000 acres which amounts to a 20% increase in the
stabilized ground cover (forests) in the Upper Mahaweli
Catchment Area and to increase the total area under
permanent forest from approximately 265,000 acres in 1980
to 335,000 acres in 1930°".



B. PROJECT COMPONENTS

1. NATIONAL FORESTRY TRAINING:

The National Forest Training component contains two
sections, one dealing with the Forest College at China Bay
and its programs and one dealing with general participant
training.

Forest College Section: The Forest Department’'s College
at China Bay is located seven miles from Trincomalee and
is used to train both Beat Forest Officers and Range
Forest Officers. In the past the Range Officers were
trained at forest colleges in India. Limited access to
Indian institutions im recent years, however, has resulted
in a backlog of untrained Forest Officers. The GSL,
therefore, decided toc expand the facilities and curricula
at China Bay to train all their Forest Officers in-country.
During the project period the number of instructors
increased from three to six and in 1985 the Forest
Department will add six non-instructional staff positions
to the College.

a. Outguts:

(1) Jointly- develop; with the_Forest:Bepariment's
Forest College at China Bay, a program to increase the
capacity and to strengthen the syllabus at the College.
Emphasis is to be on tropical forest biology.

12) By 1987, develop and implement a short-term
in-country refresher course on forest management, protec-
tion and utilization for 45 forestry personnel per year.

b. Inputs:

{1) Technical Assistance:

TARGETS AND ACCOMPLISHMENTS

Original [1980-1984 1980~1984 1980-1984 ' .jRevised
Subject Total PM Proposed Actual Percent  |1985-1387
Accomplished Scpeduleﬁ
rorest Ed.| 9 6.7 7.8 1168 -
Ccmm. Ed. 1 - - - -

* SBCID Froject Implementation Plan (June 1984)

o)



SECID consultants in ccllaboration with the Forest
Department are to:

-~ Broaden the scope of the one-year course for Beat
Officers,

-- Develop a two-year course for Range Forest Officers,
-=- Develop a short-term course for village headmen,

-- Develop a short-term annual refresher course in
forestry management, protection and utilization for forest
officers.

FINDINGS

(a} A SECID Consultant visited the Forest College
four times for a tctal of six months during 1982 and 1983.
He revised the one-year curriculum for the Beat Forest
Qfficers and developed a two-year curriculum for the Range
Forest Officers. The first class of 25 Beat Officers
completed their training in 1983 and the second class is
nearing completion. The first class of 13 Rangers will
complete their training at the end of December 1984.

The Evaluation Team feels that SECID provided the necessary
consultancy to develop a mew curricula. No additional
short-term assistarce is needed, '

The new curricula, based on U.S. models, meet the +traditi-
onal needs of the Forest Department but nust be expanded

to meet the Department's recent involvement in agro-
forestry, community forestry, extension and the intensive
management of short-rotation tree species. Extension
methodologies and technigues involving the public also
need to be stressed.

{b) The two short-term courses, the course for
village headmen and the refresher course, are scheduled
to be developed by Forest College staff in 1986. The
Project Director, Forest Department, and the Evaluation
Team concur that the local teaching staff at the Forest
College, who have recently been trained overseas in
teaching methodologies, are capable of making the necessary
changes in the educational program. Although not essential,
the Forest College could benefit from on-site long-term
technical assistance. If the new AID/W-funded Forestry
Support Program could provide a U.S. forestry education
specialist or Ph.D. student at the College for up to nine
to twelve months, the implementation of the curriculs and
the associated teaching methodologies could be fine-tuned.’




(c) At present, experienced Forest Officers and
new recruits attend the same courses. The Evaluation Team
feels that the more experierced officers do not require the
same amount of training as the new recruits. Therefore, the
lengthy training of experienced officers should be re-
assessed. In fact, these men are already absent from class
between one-third tc one-half of the time because of
previous job commitments. (Many need to appear in job
related court cases which were set prior to their training.)
Shorter training would reduce absenteeism and increase
morale. This could be accomplished in several ways. One
alternative would be to offer short segments of refresher-
type training three to six times over an 18 month period
and provide fire arms, first aid and wildlife training
at selected local DFO headguarters during that same period.
Although the Project Director, Forest Department, does not
believe that a new curricula should be designed for
experienced officers, he believes that the Range Forest
Officer course could be shortened by six to twelve months.

RECOMMENDATIONS

The Forest College needs to strengthen its
curricula in agro-forestry, community forestry, extension
and fuelwood plantation management. This could possibly be
accomplished without making the course any longer by
reducing the amount of time spent on surveying, mapping and
engineering.

12) Trainiag:
TARGETS AND ACCOMPLISHMENTS

1980-1984 1980-1984 1980-1984 'Revised
Original 1985-87
Subject Proposed Actual Percent hedul
Total .FPM Acqomp%ished Schedule
‘Long-Term - - - - -
!
iShort-
'TermUS 6 1 - - 5
EShort—
‘Term-TC 4 - - - o4




FINDINGS

Although none of the Forest College Staff
were scheduled for training, one participant who received
long-term training in extension in the U.S. has been assigned
as Director of the Forest College. In addition one of the
instructors has received short-term training in the
Philippines. A third participant, who was funded under the
Project, joined the staff after being trained.

RECOMMENDATIONS

Forest College needs to schedule the
instructors who have not received short-term training for
training during the final two and one-half years of the
Project. This is possible now because of the current
staffing level. New faculty should receive short-term
training before they are assigned to the College.

{3) Construction:

TARGETS AND ACCOMPLISHMENTS

Item Total 1980-1984
Planned Built Cost

Hostels 2 2 $ 160,000
Library 1 1 15,000
Teaching Lab 1 1 15,000
Staff Quarters 5 5 110,000
Wood Processing

Unit 1 - 10,000

FINDINGS .

(a) The facilities at China Bay are
to be enlarged in anticipation of the Forest College's
increased in-country training responsibilities. The
facilities need to be large enough to house 25 Beat Forest
Officers and 15 Range. Forest Officers annually. In.addition,
other facilities are required for up to 25 officers for four
to six week intervals for in-service training programs.

(b} The 1383 project amendment increased
the construction component at the Forest College from one to
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ten buildings. Only the wood processing unit has not been
built.

(c) Two hostels are complete or near
completion. The GSL has also completed construction of the
library, teaching laboratory and five staff guarters. The
GSL has asked that the two hostels be funded under the
project but has not sought reimbursement for the other
buildings. In addition to the above, the Forest Department
has built a new water system for the Campus.

(d) The Forest College construction
conponent has not run smoothly or in a timely fashion. The
original project called@ for the construction of one
building -- a hostel at the Forest College. The Project
Agreement {(Annex 1,B.4) states that "the Cooperative
Country rules concerning bidding and contracting will be
used”. In November, 1982, the Forest Department informed
USAID that a hostel had been constructed with the assistance
of the Building Department and that USAID approval had
not been scught "due to the urgency to complete the work".
The Forest Department requested reimbusement for the
building under the loan agreement. After a site inspection,
USAID informed the Forest Department that they would
reimburse for the hostel only after the building's -
deficiencies were corrected.

{e) In November 1983, the Forest
Department contracted with A.L. John Singho and Company to
buiid the second hostel. The conditions for USAID |
reimbursement were clearly outlined in Project Implenentation
Letter #7 (11/30/83). The hostel was not finished on
November 7, 1984, when USAID last inspected the site.
However, the second hostel constructed by a private contrac-
tor, appears to be of a higher guality than the first hostel.
The minor deficiencies (see Appendix I1II) mentioned by the
USAID Engineer are the result of lack of supervision by a
qualified engineer. The Forest Department has proposed
hiring an engineer under contract for one year to oversee
the construction component of this project.

{f) The wood processing laboratory at
Forest College was not planned to be constructed until 1986.
Since it is not a critical component in implementing the
new curriculum or the College's refresher training program,
the Evaluation Team feels that these funds ($10,000) should
be redirected to purchase teaching equipment. The Forest
Department maintains a wood utilization laboratory in
Colombe which can be used for training if necessary.

RECOMMENDATIONS

(a) USAID Project Management accompanied
by the senior USAID Engineer should visit the Forest College



to inspect the status of the two hostels and inform the

Forest Department in writing the extent to which USAID can

reimburse for the first hostel and any problems, including

iack of supervision, perceived in connection with the second
ostel.

{b) USAID Project Manager and the
Projecit Director, Forest Department, should review the
entire construction portfolio for the College to determine
who will assume financial responsibility for which buildings.
It is noted that the World Bank also had budgeted $124,000
for construction at the College.

{c} The Forest w.epartment should continue
its practice of contracting with private firms for future
construction and should contract a qualified engineer, as
Construction Supervisor, to oversee the construction
component of the Project.

(4) Commodities:

TARGETS AND ACCOMPLISHMENTS

T+ Total 1980-1984 1980-1984 1980-1984
em Planned Proposed Actual Percent
Acconmplished
Lab.Equip. $ 42,750 $§ 4,275 $ 6,422 150.2%
A.V.Eguip. 7,500 7,500 7,500 100.00
Library 20,000 5,000 - -
Office Req. 2,000 700 - -
Jeep (1) 14,000 14,250 14,250 100.00
Buses (2) 60,000 30,000 - -
FINDINGS

{a) One bus and the remaining teaching
eguipment are budgeted to be procured in 1985 and are
expected in-country by the start of 1986. The second bus
is planned to be ordere@ in 1986.

{b) The only commodities presently
behind schedule are the library acguisitions and office
requisites. The first 25% of the books were planned for
.but not ordered in 1984, $3,000 worth of books is in the
1985 GSL budget. Almost three times that will have to be
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budgeted ir 1986 and 1587 to use the remaining $16,400.
The Project Manager, Forest Department, believes that the
Treasury will approve the book budget and that the entire
bocok allowance will be used.

{c) Field tours and field laboratory
exercises have had to be cancelled because of lack of buses.
The lack of equipment and materials has also discouraged
implementation of the new curricula. The reason for the
one-year delay in ordering the vehicles was due to GSL
budgetary restrictions in 1984 and the difficulty in
developing procedures for selection of a Procurement
Services Agent (PSA}. Since the signing of the PSA contract
with Chemonics, 1984,no further procurement problems are
expected.

RECOMMENDATIONS
None.

Participant Training Section:

a. Outputs:

(1) Improve the institutional capacity of
the Forest Department by providing training in reforestation
anéd management to Forest Department staff involved with
the implementation of the Project.

(2) Institute a two-month study-tour program
for outstanding Rangers and Forest Beat Officers in foreign
countries.

(3) Provide 2 program of international
seminars and workshops for 20 staff.

b. Inputs:

A total of 110 participants were targeted to
receive training at the estimated cost of $2,150,000.
Almost a third of these participants (1/3) were to attend
seminars or specially arranged study-tours. The remaining
67 participants were to receive long or short-term training
in the U.S. or a third country (TC). SECID COP in
conjunction with the home office arranges both U.S. and
third country training.
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Participant Totals

PP Plan Actual
Through 1987 Through 1983

Long-term Us 8 5

Short-term us 38 7

Short-term - TC 21 1

Study-Tour ~ SL/TC 23 =

Seminars - Us/TC 20 15
FINDINGS

{1} The long-term training program
was initiated in a timely manner at the start of the project.
Of the three remaining participants to earn a Masters, two
are scheduled to depart Sri Lanka in May 1985. These two
participants are new employees who do not meet GSL's
eligibility requirement for long-term training, i.e. they
have less than three years of service. A waiver has been
filed with the Ministry requesting an exception to the
regulation. The Project Manager expects them to be cleared
by August, 1985, so they can return by the fall of 1987.

(2) To date, all five long-term
participants attended the University of Georgia, the SECID
lead university. Although understandable, the excessive
use of the lead university is disappointing. SECID has
a wide range of schools with excellent academic programs
in forestry. Had several different institutions been used,
the students would have benefited from a variety of
experiences and viewpoints.

(3) The recently published "Profiles
of U.S5.A. Forestry Schools and Consortium” by the Forestry
Support Program should be consulted for guidance regarding
institutional capability. Institutions in the SECID
consortium noted for their fcrestry programs are Auburn
University, Duke University, Mississippi State University,
University of Florida, University of Georgia, Virginia
Polytechnic Institute and State University of Kentucky,
Clemson University, Louisiana State University, North
Carolina State University and the University of Tennessee.

(4) The short-term training scheduled
has not been met, due to the shortage of staff. The
absence of five officers on long-term training during the
same period was a critical factor in not meeting short-term
training schedules. The Department has not been able to
release more than nine individuals to go for short-term
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training. Over the next two and one-half years the Project
Director, Forest Department, plans to send staff to one-to
three-months training program rather than the scheduled
six-month programs.

(5) The SECID COP has developed the
Sri Lanka/Third World Study-Tour. The first group is to
start in the Spring of 1985. The Forest Department has
increased the Study Tour enrollment to 40 to expose more
staff to extension techniques. The target for short-term
participant training may not be met. It appears likely
that one-fourth to one-half of the short-term training
budget will not be utilized @ue to limitations on the number
of staff that can be scheduled for training at any one
time. In addition, if waivers are not obtained for the
two long-term participants, there will not be time to
identify and schedule other individuals.

RECOMMENDATIONS

SECID should focus the study-tour on
specific approaches to forestry extension and limit the
size of the groups to four to six individuals. Because
of the logistical support and communication difficulties
associated with this type of tour, the optimal size is
approximately five. Personnel directly involved in the
management and implementation of extension activities
should participate. The Project Director, Forest Department,
should submit an annual short-term training schedule to
the SECID COP by January each year. Emphasis should be
on training participants to meet Forest Department needs
and not on obtaining training target numbers.
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2. RESEARCH:

The research function within the Forest Department
required the employment of two research officers at the
inception of the Project. There are now four research
officers' and six assistants' positions. The Chief Research
Officer is also the Project Manager for the Reforestation
and Watershed Management Project.

a. Cutputs:

(1) Develop long and short—-term research
objectives and pricorities with specific focus on tropical
forestry.

{(2) Conduct a full review and analysis of
native forest species to develop more efficient planting
and species recommendations.

(3) Develop an in-country reseach capability in
Colombo and at two field sites.

b. Inputs:

{1) Technical Assistance:

TARGETS AND RECOMMENDATIONS

Original {1980-T964 1280-198B4 1980-1984 Revised
Subject Total PM i Proposed Actual Percent 1985-1987
1 Accomplishé¢£5cheau1e*

Silvicul- - : L.
- ture 6 & 6.4 107% -
wWood Techno+

logy 4 3 1.3 43 - ‘2.7
N ]

FINDINGS

{(a) The Implementation Plan developed by
SECID for the COP defines the long-term research program
and short-term studies to .be undertaken during this project.
Annual work plans prepared by SECID and approved by the
Forest Department are being used to aunually program technical
assistance and training resources. This procedure should be
continued.

* SECID Project Implementation Plan (June 1584)



(b) SECID, in collaboration with the
Forest Department, developed long-term forest research
program objectives and identified 13 short-term research
projects that complemented the long-term objectives. Twelve
of the 13 short-term projects were initiated by 1982. One
project was deleted because alternative funding sources
were identified. Five of the studies have been completed
and the results have been incorporated into Forest Department
reforestation management practices.

(c) The short-term research studies
initiated under this project have been carried out
predominantly by the SECID consultants.

(d} The Forest Department's most
productive research staff person has bzen assigned project
administrative activities which have directly limited the
Forest Department's involvement in the short-term research
studies.

{e) The thrust of this program is on
bio-mass production. Wood utilization research is not an
integral component of the Reforestation and Watershed
Management Project. )

(f) The short-term research studies
should have included a survey ¢f existing research plots
established during the past century. Where appropriate, data
from these studies could have been analyzed in collaboration
with the Forest Department. The results of the analyses
coulé be immediately incorporated into operational
proacedures.

(g} Because Sri Lankan universites
were contracted to de specific data analyses, both the Forest
Department and SECID made more efficient use of their
research staff and rescurces.

RECOMMENDATIONS

The Forest Department research staff needs
te assume full responsibility for the monitoring, measuring
and analyzing of data associated with the short-term
research studies initiated under this project. This can be
accomplished by:

~= releasing the Chief Research QOfficer
from project administration duties, thus allowing him to
concentrate on the Department's research program.

-=- rapidly recruiting research staff when
research pcsitions become vacant.

-~ by focusing the Forest Department on
the priority programs associated with this project and
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redirecting the technical assistance currently allocated
to wood utilization toward silviculture, fire and extension
activities.

(2} Training:
TARGETS AND ACCOMPLISHMENTS

Type Number of ;1980-1984 1980-1984 1980-1984 1985~87
Participants FProposed  Actual Percent
Accomplished;Froposed
Long-term
Silviculture 1 1 1 100% -
Wood Tech. 1 - - - 1
Forest Res. 1 - - - 2
Short-term-U.S.
¢ Tissue Cult. 2 2 1 50 1
! Soil/Plant 2 - - - -
Silviculture 2 2 2 100 2
Biometrics 3 - - - 3
Mature Trees .
: Trans. 2 - - - 2
- Genetics 2 - - - 2 ;
. Wood Utiliz. 3 1 1 100 2 |
i Lab. Tech. 5 2 1 50 3 :
‘Short-term-T.C.- - - - - |
i
FINDINGS

(a) The training was well planned.
ané short-term training of rescarch staff are
ted in the last three years of the program. Research
ered during the earlier phase of the project will
for znalysis when the participants with their
guired data analysis technigues return.

®o0Q

(b) The number of individuals
propesed for short-term training currently exceeds research
staifing levels of the Forest Department. Therefore, it
is amlikely that the number of individuals proposed for
short-term training in reseavch will be possible.



{c} The three long-term participants
must begin their training in 1985 if they are to complete
their post-graduate degree programs by the PACD. Two are
new employees and must acquire GSL waivers since they have
les= than three years of service. One employee has been
approved for training and is scheduled to depart in May
1985.

{d) As extension activities increase
in the Department, research will have to address extension
research needs. Recognition given to non-physical and
non-biological aspects of forest management will need to
be complemented with socio-economic research. Socio-economic
information will be a critical component in the development
©f a people-oriented community forestry program. Socio-
economic research will provide a clear identification of the
client group by socio-economic status, gender, education
and other characteristics. These studies will help focus
extension activities and insure a more efficient and
effective use of staff time and resources. The Forest
Department will need to provide a researcher with socio-
economic training within the next five vears.

{e) Forest Research could effectively
use twd additional research officers in 1986. Training
resources should@ be used to provide them specialized skills
in forest hyddogy and fuelwood plantation management.

RECOMMENDATIONS

Since the Forest Department has limited
research manpower, training should be focused on the
priority programs associated with the project. Long-and
short-term training in wood utilization should be redirected
toward silviculture.

(3) Construction:

TARGETS AND ACCOMPLISHMENTS

i T ‘
; Item % Total { 1280~-1984 Estimated
: ! Planned ! Built Cost
! i i

! i
; i j
iField Research Lab, ! 2 f - $ - 110,000
iStaff Quarters | 10 ) g - 120,000
: ! 5
5 | :
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FINDINGS

(a) Two national research laboratories
are propesed for reforestation field experimentation, one in
the dry zone near China Bay, or Amparai District, and ome
in the wet zone near Nuwara Eliya, or Kandy District.

(b) The Department's plan for the
development of research field stations needs to be reviewed
and evaluated in light of expected staffing levels, current
and future research and operational activities and the
type of work environment needed for effective research and
retention of research staff.

(c} Funding to initiate construction
of a field research lab is in the GSL 1985 budget.

RECOMMENDATIONS

The Forest Department should not initiate
construction of a research lab until it reviews the research
facility needs in light of staffing levels, research and
operational goals, and research work environment.

The Chief Research Officer, Forest Department needs to
prepare a written document describing the proposed develop-
ment of research laboratories and field stations over the
next ten years. For the initial establishment of a
research lab, the preferable staffing pattern would include
two full-time research officers and four field assistants
per field cffice. Since forestry research is generally

& long=-term activity, the Department's long-term goals

for research should receive greatest weight during the
Gevelopment of its research laboratcry plan. Research labs
or or near university campuses benefit Ifrom a community of
scientists, research facilities and graduate students.

(4) Commodities:

TARGETS AND ACCOMPLISHMENTS

Total 1580-1984 1980-1984 1980-1984
Item Planned Proposed Actual Percent
Accomplished

Field Eguipment $28,600 | $ 21,450 $ 20,0939 98%
Lab.Eguipnent 164,600 | ° 45,380 36,35 74
Chemicals 2,000 600C 1,047 175
Books 10,000 - 534 -
Lab.Reqg. 7,000 - - -
Cffice Rag. 12,000 4,200 141 3
Jeeps (3) 45,750 15,250 15,2580 100
Lorries (1) 34,000 - - -
Tractors (1) 14,000 - - -
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FINDINGS

(a} A second jeep, the lorry and the
tractor and trailer are included in the 1985 GSL budget
reguest.

(b) Slow procurement of vehicles
has reduced the effectiveness of the research staff.

RECOMMENDATIONS
The Forest Department should redirect

its resources from wood utilization eguipment to silviculture
and watershed field equipment.



3. EXTENSION:

Prior to this project, extension activities were not a
line item in the Forest Department's budget. Bowever, the
District Forest Officers and staff have been performing
extension activities in their areas. In addition, the
Department has a histeory of distributing publications on
new forest management practices to its officers. Extension
is now a Department priority.

d. Out Euts :

(1) By 1987 develop the objectives for and
initiate the operation of a National Forest Extension
Service,

(2) Provide assistance to equip and train seven
mobile extension units in extension methodologies.

(3) Train Forest Officers in specialized
extension skills.

(4) Provide peost-graduate degree training for
two Forest Department Officers in extension skills.

{5) Establish village woodlot demonstration
iots.

b. Inputs:

{1} Technical Assistance:

TARGETS AND ACCOMPLISHMENTS

u Proposed Actual

Original [1980-15%84 1980-1984 1980-1984 Revised
Subiect Total PM Percent 1985-87
Accomplished Schedule®

ODrganisation 9 5.2 3.1 60%
Media 3 - - -
Awareness
i Prog. 1 1 2.0 200
IMonotor /
I Rev. 1 - - -

Lo S S H S

* SECID Project Implementation Plan {June 1984}



FINDINGS

{a) SECID, in collboration with the Forest
Department, has prepared proposals on forestry extension
and extension education programs for use in developing
training programs and the National Forestry Extension
Service Implementation Plan.

{b) A draft plan for the irplementation
of the National Forest Extension Service has been developed
by the Forest Department and is presently under review by
the Ministry.

(c) SECID consultants initiated the
planting of the village woodlot demonstration plots. The
Evaluation Team was not able to observe the status of
the plots.

RECOMMENDATIONS

The Forestry Department needs to use the
remaining TA to emphasize extension methodologdies which
will involve forest extension officers with the public.
This can be accomplished by:

-=- providing DFO's with guidance on
developing school nursery programs.

-=- c¢oordinating its activities with the
Agricultural Extension Program to ensure the compatibility
"of the inforration disseminated by the two groups and to
avoid unnecessary duplication of facilities and staff.

-~ evaluating the role for women in the
Kational Forestry Extension Service to identify factors
which limit their employment and to develop procedures
which would enhance their employment opportunities. Forest
extension workers must be able to deal with all segments
of society. Half of a village community is comprised of
women. Since, in general, women speak more openly with
women than with men, female extension workers could
determine village women's concerns and needs more readily
than men.



(2} TEaiﬁing;-
TARGETS AND ACCOMPLISHMENTS

T

T Number of 1980-1984 1980-1984 1980-1984 1985-1987
Ype Participants
Proposed Actual Percent Proposed
Accomplished
Long-term
Extension 2 2 2 100% -
Short-term~U.S.
Extension 3 - - - 3
Short-term-T.C.
Extension 5 - - - 5
Spec.Ext. 12 - - - 12
[

FINDINGS

{(a} The long-term training of extension staff
"started at the beginning of the program. These 1nd1v1duals
finalize the draft plan for the implementation of ' he National
Forest Extension Service.

(b) Since extension is a people-oriented
rather than a lané-oriented act1v1ty, staffinc reguirements
should be based on the size of the population within the
extension districts rather than on the size of the area.
Current Forest Department districts are based on factors
more closely associated with area. Thus, extension staffing
levels within existing Forest Department districts may need
to vary betwsen districts.

(c) The short-term training of extension
staffi should coincide with the implementation of the National
Forest Extension Service. This will allow the Department
to tailor training to the needs of the National Forest
Extension Service.

RECOMMENDATIONS

Training study %ours for about five extension
managers should be undertaken in South Asian countries that
have five or more years of experience with organised forestry
extension programs, e.g. India, Thailand, Nepal.



{3) Construction:

TARGETS AND ACCOMPLISHMENTS

ITtem Total Planned 1980-1984 Estimated
Built Cost

Field Office 7 T - $ 105,000

Staff Quarters 14 - 168,000

FINDINGS

(a) A District Extension Field Office and
twe staff guarters are propesed for each of seven Forest
Department districts.

{b) The Department's plan for the development
of field extension offices needs to be in accordance with
the implementation of the National Forestry Extension
Service. Tha plan will help insure that construction is
consistent with expected staffing levels and current and
future extension activities.

RECOMMENDATIONS
Delay construction of field extension offices
until the National Forestry Extens;on Service Implementation

plan has besen approved.

(4) Commodities:

TARGETS AND ACCOMPLISHMENTS

Item Total 1980-1584 198B0-19584 1980~-1984
Planned Proposed Actual Pecent
Accomplished

%
'2.v. Equip. § 20,000 1§ 8,000 $ 5,667 71s
Misc.Field 10,000 - - -
Office Reg 5,000 .- - -
Lorries (7) 210,000 - - -
Tractors (7) 98,000 42,000 42,000 100
Jeep/Vans (7) 98,000 28,000 28,000 100




FINDINGS

There seems to be no problems with commodities.
The bulk of the commodities will be bought in 1985, Five
lorries, one tractor and three vans are in the GSL 1585
budget. All extension vans should include communication

equipment that is portable for use in rural villages not
accessible by road.

RECOMMENDATIONS

None.

= ot
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4. PLANTATIONS:

a. Outguts :

(1) To reforest with fuelwood 35,000 acres of
degraded chena lands in the dry zone by 1987 and to produce
eight million seedlings annually in nurseries established near
the plantations,

{2) To re-establish forest cover on 24,000 acres
in the upper Mahaweli Catchment area by 1987 and to produce
eight million seedlings annually in nearby nurseries.

b. Inputs:

The forest plantation component of the prcject was
focused on strengthening the management capability of the
Forest Department to undertake and arrange large reforestation
programs on unfavourable sites. Accomplishments to date
are:

Plantation Taraget Actual Percent of target
Fuelwood 19,500 16,611 85
UMC 15,000 13,792 92

Traditional staffing levels* of the Department for refcrest-
ation activities are shown in the first column of the
following table.

Pesition 16,000 ac/yrl/ 2,000 éc/yrg/ 500 ac/yrE/

DCF

1 - -
ACF 8 1 1
Forester 9 1 -
RFO 77 9 2
BFO B6 11 3

Given this data and the staffinc levels associated with
the watershed reforestation activity, an annual target of
approximately 2,500-3,000 acres seems appropriate. Using
the sames rationale, appropriate annual tarcets for the
fueiwood plantation activity in each of the five districts
are 500-750 acres.

x 1/ pased@ orn Forest Department Project No. 3

2/ Pro-rated based on 16,000 ac/yr



(1) Technical ussistance:

TARGETS AND ACCOMPLISHMENTS

. Original|1980-1984 1980-1984 1980-1984 Revised
Subject | Total PMip o posed  Actual  Percent ey .
| Accomplished Schedule

cop 55 36 28.9 86% 30 i

Fuelwood : |
Soils ‘ 2 2 1.3 65 -

I Silvicul- !

! - ture - 3 - 2 67 2 |

{UMC

Soils 7 7 7.6 109 - j

Silvicul- '
ture | 3 - 3 100 B

FINDINGS

{a) Generzlly, technical assistance was
provided as planned in appropriate subject matter areas and
in 2 timely manner.

(b) The average length of time short-term
consultants spent in Sri Lanka was one month.

(¢} There have been three different Chiefs-~-
of=-Party or Acting Chiefs-of-Party during the first four
vears of the Project. The absence of a Chief-of-Party for
nearly 20% of the Project left it without a strong,
professionally trained advocate to assist, monitor, guide,
advise and support the program during the implementation of
this institution building process. The rationale for not
having a continuous COP was financial. During the March
1983 contract negotiations, GSL and SECID mutually agreed
to brake the COP tenure rather than reduce the amount of
funding scheduled for short-term consultants.

{d} The formal mechanisms to insure the
rapid dissemination of consultant research results to
forest manacement personnel in the Department could be
strengthened.

{e) Shodrt-term technical consultiants
should conduct a one-to two-day training workshop/seminar
for Forest Department personnel at the completion of their
assignment.

* (SECID Proiect Implementation Pian (June 1984)



{£) 1In addition, the Forzst Department could
develop a simple in-house monthly or bi-monthly {eight weeks)
newsletter to serve as a forum for the exchange of information
and experiences among field operations staff, extension
staff and research staff. The newsletter would discuss
implementation problems, preliminary research results and
consultant recommendations.

(g) During the DFO/Project Officer's monthly
or bi-monthly meetings in Colombo, time should be set aside
for discussing technical field implementation problems.

RECOMMENDATIONS

(a) SECID should send short-term consultants
for an average of eight weeks. The remaining three months
of technical assistance targeted for plantations could be
provided by a single individual during one trip. A longer
stay improves the sensitivity of the consultan*t to Sri
Lankan conditions and operational environment.

{(b} One Chief-of-Party shouls be maintained
for the final 30 months of the project.

(c) Forest Department should strengthen
system of disseminating research data anéd consultants’
ommendations te the field.

it

() n

Mo

&
(2) Training:

TARGETE AND ACCOMPLISEMENTS

Type Number of 1980-1984 1980-1984 1980-1984 | 1985-1987

P ici Proposzdé
Participants lproposed  Actual  Percent P
Accoplished

iLong-term 2 2 2 100% -
:Short-term-U.S.
Fuelwood 3 2 - - 3
UMC 3 3 2 67 1

‘Short-term-T.C.

FINDINGS

There seems to be r. serious difficulty in
sending four staff tc short-term training within the next two
and one-half years.



RECOMMENDATIONS
Neone.

{3) Construction:

Not applicable.

{4) Commodities:

TARGETS AND ACCOMPLISHMENTS

Total  {1980-1984 1980-1984 -1580-1584
Item Planned Proposed Actual Percent
Accomplished
Fuelwood
Field & Survey § 7,000 % - $ 9,374 125%
Seed & Nursery 15,000 6,000 - -
Of Zice 2,500 - - -
3 Jeeps {3) 45,750 45,750 45,750 100
i Lorries (5) 170,000 170,000 34,000 20
% Tractors {5} 70,000 70,000 56,000 80
1UMC
' Field & Survey 7,500 - 9,374 125
- Szed & Nursery 35,000 14,000 2,810 20
© Office 2,500 - - -
' Seeps (3 45,7501 45,750 15,250 66
E lLorries {(2) 60,000 60,000 36,000 50.
. Tractors (3) 42,000 42,000 28,000 €6
FINDINGS

Vehicles are critical to the timely
movement of planting stock from the Nursery to the planting
site. During the first part of the Project, plantation
matality increased because of delays in the movement of
seedling from the nursery. Now that the vehicles are in
place or on order this will no longer be a serious problem
provided that vehicles are satisfactorily maintained.

RECOMMENDATIONS

The Evaluation Team supports the Project
Coordinating Committee Meeting recommendation to authorize
the DFO's to spend up to Rs. 5,000 for local purchase of
replacement parts, eqguipment and supplies. Decentralization
of project responsibility to DFO's has improved management
practices. Fiscal responsibility should be decentralized as well.



5. FIRE CONTROL:

a. Qutputs:

Develop a fire control center in the UMC and
fuelwood plantation areas for the detection, monitoring,
control and prevention of fire by 1987.

b. Inputs:

{1) Technical Assistance:

TARGETS AND ACCOMPLISHMENTS

Original [1980-1984 1980-1984 1980-1984 | Revised

Subject Total PM Proposed Actual Percent 1985-1987

Accomplished| Schedule*

! Fire

EControl 3 2 i.8 95% 1.5

h
¥

FINDINGS

{a) SECID, in collaboration with the Forest
epartment, prepared proposals for the implementation of a
ire detection, suppression and prevention program in the
‘MC and fuslwood plantation areas.

+h T

[

(b} SECID consultants focused their initial
attention on fire detection and fire suppression program
activities.

RECOMMENDATIONS

Technical Assistance should also be provided
to insure that fire prevention is included as an integral
component ©f the Forest Extension Program.

* SECID Procject Implementation Plan (June 1984)



(2) Training:
TARGETS AND ACCOMPLISHMENTS

Type Number of {1580-1984 1980-1984 1980-1984 {1985-1987
Participants Prorosed Zctual AESEEEEF Proposed
Long-term - - - T - -
Short-term-U.S.
Fire Control 4 - - - 4
Short-term-T.C.0 - - - -

FINDINGS

Training targets and schedules are adeguate.
RECOMMENDATIONS

None.

(3) Construciion:

TLZRGETS AND ACCOMPLISHMENTS

}

' rtem Total 1980~1584 Estimated

g Planned Built Cost

|

gfire Lookout Tower 2 - & 22,000

é Radio Tower é - 15,000
FINDINGS

(a) A fire lookout tower is proposed for
the UMC and fuelwood plantation areas. A radio network is
zlso proposed for each area.

(b} Z comprehensive fire detection and
suppression plan has not vet been approved for implementation
in the UMC and fuelwood piantation areas. Fire- detection
and suppression activities must be well planned to provide
effective contrecl. Placement of towers in mountainous terrain
reguires detailed planning and analysis. The effective



location of a single tower in an area as vast as the
fuelwood plantation area also reguires detailed rlanning and
analysis. Decisions on specific construction site locations
are not possible in the absence of a plan. Radio and lookout
towers are only one component of an effective fire

detection and suppression system. Individual system
components should not be funded until the critical compohents
are identified and prioritized. :

RECOMMENDATIONS

Construction of fire and radio towers should
not proceed until the fire detection and suppression
plan has been approved for implementation in the plantation
areas.

(4) Commodities:

TARGETS AND ACCOMPLISHMENTS

Item Total 1980-1984 1980-1984 1980-1584
Planned |Proposed Actual Percent
Accomplished
Fire fighting
eguipment $ 57,050 |% 22,820 $ 1,690 7
iCommunications
{ egquipment 95,000 95,000 - -
Jeeps (2) 30,500 - . - -
FINDINGS

A comprehensive fire detection and
suppression pian has not yet been approved for implementation
in the UMC and fuelwood plantation areas.

RECOMMENDATIONS

Procurement of communications eguipment items
should not proceed until the fire detection and suppression
plar has been approved for implementation. The plan should
define in detail the specific type of communications
eguipment reguired.



C. PROJECT MANAGEMENT
1. GSL:

The operational performance of the Forest Department has
been mixed. Basic sound management systems are in place and
appear adeguate to support the Department's needs. These
systems, however, are not in general use. A constant
barrage of management problems coupled with shortage of
staff has forced the Department to assume a "“crisis
management” style of operation. Immediate problems are
solved with little time left for planning and long-range
management. Linkages among the research, training and
extension divisions are presentlv based on interversonal
relationships rather than long-term obijectives. A
coordinated management effort will be necessary for the
timely implementation of the Project. 0f particular
concern is the integration of the research and extension
service activities which will be necessary to form cohesive
extension ocutreach programs.

bue to budgeil reductioms previously mentioned, the GSL has
funded only about 60% of the reguested budget for capital
expenditures. However, recurring costs have been funded
at nearly 100% of the reguested level. The annual funding
levels are shown in Table 6, Appendix IV. Full funding of
capital expenditures at the budget request level is needed
to insure the successful achievement of the Proiect.
Decentralization of project responsibilities among five
istrict Forest Officers in the fuelwood area greatly
improveé the management of plantations in the dry zone.

2 serious procurement problem was solved once the Forest Depart=
ment decided to-contract with a U.S.Procurement Service Agent
{(PS2)}. Reconciliation of GSL and USAID contracting procedures
took nearly a year and a half to accomplish resulting in a

PSA contract finzlly signed in March 1584.

Given its present staffing levels, the Department should
continue to increase its use of contractors for planting
activities. The development and support of nursery
contractors should be encouraged. The Department’'s internal
operating procedures associated with services contracts need
to be examined and possibly revised. For example, as
a hedge against default, internal procedures might recommend
the use of multiple contracts per preject activity rather
thar a single contract.

-
The Forest Department needs to take a moré active role in
the management of the project's contractor (SECID). Program
gcals must be clearly articulated. Remaining technical
assistance and training resources must then be used to
accomplish these goals.



2. SECID:

SECID has submitted useful Annual Work Plans. The original
Life of Project (LOP) Workplan has been overtaken by events.
The Annual Work Plans are designed to follow the basic
Implementation Plan and reflect the type of activities and
level of effort to be accomplished during the year.

Cocrdination of the GSL and SECID budgeting processes was
sporadic during the first two years of implementation. The
two independent budgets were on different cycles: the

GSL published its budget in December while SECID submitted
its budget in January. In 1983 SECID's "due date" for the
vearly work plan was changed from January to August. This
has allowed the GSL time to review and incorporate the
details of the work plan into the new budget. 1984 was

the first year the budgets overlapped, and since then
budgeting coordination has improved dramatically.

Although mutually agreed to by GSL and SECID, the decision
not to maintain a continuous Chief-of-Party deterred
project implementation. A strong, professional manager is
necessary to monitor, guide, advise and suprort the Project
during the institution building process. The COP has

to view specific project activities as they relate to the
overall program goals and objectives.

3. USAID:

USAID project management has developed an excellent
rapport with the Forest Department and local SECID personnel.
However, during the project design USAID overestimated the
Forest Department's capacity to undertake a major donor-
funded project. Since this was the first forestry project
in &ri Lanka, the Forest Department's ability to absorb
substantial increases in funding was not known. When the
Forest Department began to have implementation difficulties,
USAID could have offered greater guidance in the management
of the contractor, procurement and construction, thereby
ezsinc the Department's growing pains. The learn-by-doing
or trial-by-fire management style made fewer demands on
USAID management resources but might have retarded project
implementation. USAID needs to initiate earlier written
communications documenting verbally agreed-upoh changes in
implementation activities. This should reduce the chance
of future misunderstandings. For example, targets for the
plantation acreage were changed in 1984. The planting
season now is completed, but_the formal documentation of
this zction has not yvet been finalized. A second example
is the reimbursement for ¢onstruction mentioned in a
previocus section.



D. OVERALL CONCLUSIOKRS

1. In terms of institutional development, the Project
is succeeding: the Forest Department has gained the
technical knowledge and managerial capacity to mount a large-
scale planting effort; key staff have been trained and
have returned to positions of authority:; a National Forestry
Extension Plan has been developed and presented to the
Ministry; forest research capability has been strengthened
and the National Forest College has expanded its curricula
for the fist time to train Range Forest Officers.

2. Targets set for the number of acres planted, the
number of staff to receive short-term training, and the
amount of construction to be completed will not be met.
Target shortfalls, however, will not have a significant
effect on the overall institutional development aim of the
project. When the Project was amended in 1983, the targets
for plantations, staff training and construction were
increased without sufficient analysis of the Forest
Department's staff levels or GSL budget restrictions. As
a result, targets established were over-ambitious.

3. During the last three years, the Government fought
increasing inflation by cutting the budget and by imposing
temporary hiring and consiruction freezes. 1In 1983 and 1984
the country faced a rash of civil disturbances. All these
factors had a negative efifect on the Project.

4. Lack of a commodity procurement agent in the U.S.
delayed the ordering of commodities by two years. The lack
of vehicles slowed research and tree planting activities.
The problem was resolved when GSL contracted with a
Procurement Services Agent (Chemonics) in the U.S5. in
March 1584.

5. The Project reguires & fulltime Chief-of-Party with
managerial and technical experience who divides his time
betwean Colombo and the field., The proiject did not have a
full time COP. Project implementation suffered because
of the lack of continucus strong management.

6. Short-term consultants provided reguired technical
assistance, but their visits were too brief to be optimally
effective, Half of the consultants were in-country for
only two to four weeks. The project has 12 PM of TA left
which is adeguate if related to reforestation and management
of plantations. Optimum length of TDY is two mcnths.

7. USAID failed to delineate sufficiently AID reguire-
ments for reimbursement of project components. For instance,
reimbursement for construction has been pending since 13982,
and new reimbursement procedures for the fuelwood area have
not been documented even though the actual practice changed
in 1984.



Iv. BEENEFICIAEKIES

The ultimate beneficiaries as described in the Project Paper
are listed below. The Project impact on this group cannot
be determined by the PACD., The earliest such an impact
study could be conducted would be 1995 when the trees of

the fuelwood plantations would be mature enough to harvest.

In reality, there are two groups of beneficiaries associated
with this Project, the ultimate beneficiaries and the
immediate beneficiaries.

A. ULTIMATE BENEFICIARIES

1. Farmers downstream in the catchment area will
benefit from better water supplies;

2. Users of commercial fuelwood =~- industrial and
urban consumers-- will benefit from its increased availability.

3. Local consumers of fuelwood will benefit from
the increased availability of woody residue;

4. Forest Department staff will be strengthened by
the education, research and extension programs; and

5. Logging contractors and laborers will benefit
from increased harvesting activity.

B. IMMEDIATE BENEFICIARIES

1. Rural people have been hired for the planting
programs. These are generally farmers and landless individuals.
The Gata reveal that women perform about three-guarters of
the nursery planting, maintenance and replanting but only
about one-tenth of the site preparation. Women, therefore,
represent about half of the casual labor for this project.
During the period 1975-1984, this activity generated 2.6
miliion person months of employment. Based on an average
éaily wage of Rs. 33, the Project generated a total of
Bs. 86.3 million ($3.28 m) in additional rural income
Tables 7 and 8, Appendix IV, summarize the person-months
of employment and payroll for each year.

2. Twentyv-nine GSL officials have been trained to
éate in Sri Lanka and abroad.

3, Over 70 employees participated in carrying out the
Department's increased reforestation targets. About 50
new Forestry Extension Service employees will be needed
within the next two years. Women should be expected to
fill many of these new positions which will be primarily
for extension services.

a——



cC. POTENTIAL INCREASE IN BENEFICIARIES
The beneficiary levels could be increased through:

1. Increased silvicultural treatment, especially
weeding, thinning, and firebreaks.

2. Expanded cooperative planting programs such as
taungya inter-cropping, silva-pasture of improved grasses,
herbal cultivation and resin collection in pine forests.

- 3. Establishment of private nurseries. Local people
could be given instruction in nursery technigues as part of
the extension program.

4. Involvement of schools in seedling production
programs.

5. & reguirement that visiting consultants give
seminars at selected universities in Colombo, the Forest
Colliege and the Forest Department.
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APPENDIX T

COMPARISON OF JULY 1980 PROJECT AGREFMENT WITH THE JULY 1983 PROJECT AMENDMENTS

Project Agreement (7/80) PACD T7/85

A.

B.

FOPS
1.

5.

INPUT

1.

2.

Forest College
a. Improved Syllabus

b, Staff received long term and short term training

Forest Department Research

Strengthened to carry out research on plant
selection, propagation harvest techniques.

Forest Department Extension

a. Extension brought to village level
b. 50 viliage fuelplots established

. Flantation

a. Fuelwood
1. 35,000 acres planted in dry land area
2. 6 nurseries established
3. 10 milYion seeds produced annually

b. Upper Mahaweli Catchment
1. 15,000 acres planted for conservation to seil
2. 3 nurseries established
3. 3 million seeds produced annually

Charcoal - 2h portable kilns set-up

Pase line map produced by sateilite

Technical assistance $ 950,000
a. COP ~ 55 P.M.
b. Bhort term advisors - 69 PM
Training $1,%90,000
a., Forest Department
1. 5 long-term
2. T6 short-term
b. BState Timber Corporation
1. 1 long-term
2. 4§ short-term
Construction $ 175,000

a. Forest College - Hostel

project Amendment (7/B3) PACD 7/87

A. ECPS

1. Forest College
a, Improved Syllabus

L. Staff received appropriate treining
2. Forest Department Research

Expanded to prepare long and short term research
to analyze native plants and to recommend
appropriate species.

3. Forest Department Extension

a. Extension brought to village level
b. 15 Village fuelplots established

k. Plantation

a. Fuelwood
1. 35,000 acres plented in dry land area
2. BSufficient nurseries established
3. B8 million seeds produced annually
4, Fire control programme established
b. Upper Mahaweli Catchment
1, 24,000 acres planted for conservation of soil.
2. 3 nurseries established
3. 8 million seeds’ established annually
4. 2 fire control centers established.

5. Charcoal - delete
6, Base line map - delete

B. INPUT

1. Technical assistence $ 1,450,000

a, COP - 55 PM
b, Short term advisors - 52 PM
2, Treining

a, Forest Department
1. § long~term
2. 102 short-term
3. 20 seminars
b. State Timber Corporation - delete

$ 2,150,000

3. Construction $ 1,100,000
a. Forest College - 2 Hostels
1 Library

1 Lab
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1 ¥Work unit

5 Staff quarters
b. Research 2 FPield Stations

10 Staff Quarters
e, Extension T Field Stations

14 staff Quarters
d, 2 Fire/6 Radio towers

4, Commodities $. 1,315,000 }, Commodities $ 2,000,000
a. Vehicles a, Vehicles
L. Egquipment b. Equipment
c. Supplies ¢. Supplies

d. Library books

5. Planti -
Z28nuihg. 5. Planting $ 3,750,000

TOTAL $. 4,350,000 TOTAL $10,k450,000
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Appendix 11

Important Assumplions

Continued G5), Commitment to proteet
and ilmprove the natural reanurces.

Environmental parameters within
norms,

Price of alternative enerpy
gounrces remain reasonable (L.e. do
not hecome exorbhitant relative te
fuelwoond) .

Land use patterns remain
ronsistent.

Fuelwood forests used for
deripnated purposes.

Capahle Project manngement .
FEfficient and effective wre of
Project resources.

Labor avallability.

No epiphytntic or natural
disnnaters.

i, 000 acres of fuelwood plantations

pianted in the Lower Mahaweli areasr

hy 1987, and 70,000 acres of (uelwood

and commerclal {oreats planted by ,
1990.

tanda An the dryzone for fuelwond
plantat fons,
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UNITED STATES GOVERNMENT

memorandum

1984

KNovemnber 16\&\

Kimal Jay

Site Inspection Report, November 7, 1984
Forest Ranger Hostel No. 1 and 2, Forest College China Bay.
Reforestation and Watershed Manasgement Froject, 383-0055.

Mr. L. Purifoy, Chief/MWRD

Background

1. Officials participated in inspection .

The buildings were inspected with Mr. ttanayake, Senior Imstructor of the
Forest College who is in charge of the construction supervzslon of the hostel
buildings.

2. Purpose of site inspection

this visit was to examine whether the construction defects of the

CLIOO

Purpose of
aircadv complecedé Forest Ranger Hostel No. 1 have been attended to the satisfa
of USAID ané to review the progress ané quality of the Hostel XNeo. 2 which is

ender constructien. The last inspection was made on May 8, 1884,

(g} Torzst Ranger Sostel Xo. 1
The forest department comstructed Forest Raﬂzur Eostel Ko, 1 with the

sssiscance of Brildirgs Department with its own funds in December 1582, ang
recuested raimburssment of counstruction cest frow USAID under the loan
zirezment. FHowever, after & preliminary site inspection by USAID, the forest
gzpartzent was reguested ro attend the various defects of the buildings prior
to reimsursezent. Bowsver, the efforts made bty Forest Depariment to get the
doficiznciss rectified to the satisfaction of USAID through the bullidings
depzriment were mot succaessful.  The puipcse of the subject sire inspection
_z& te =xamine whethar zny &tismpts have Seer made to correct the deficiencies
roported.

{b) Fores: Zznger hostel Ke. Z

Due to the poor performence of the Buildings Department in the
comstructiorn of Hostel No. 1, Forest Department ofifered the construction of
testel No. 2 to 2 private eoniractor. The ceomstruction cost will be

OFTIDONAL FORM NO. 70
IRy T-B0:

GSAFPwR 4T CFR 101146
SCr-114
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reimbursed by USALD upen satisfactory completion of the building. although
the work commenced in October 1983 with & high rate of progress, it rapidly
slowed down in April 1984. After the temporary stoppage of work for Simhala
New Year in April 1984, apparently no work has been done until early November

1984. This site inspection was made to review the progress and quality of
the on-going comstruction and to examine whether satisfactory arrangements

have been made for construction supervision.

Summarv and Conclusion

(a) Forest Ranger Hostel No. 1

None of the deficiencies reported in the previous inspection have been
corrected. It was understood that Forest Dept. has requested time till December
1984 for repairs, as the Buildings Dept. is short of funds..

{b) Forest Ranger Hostel No., 2

failure of getting proper assistance from Land Commissioner officials

wWith the
to supervise the building coustruction as arranged with the concurrence of
veAIb, the Forest Dept. has requested Buildings Dept. t¢ supervise the
¢onsiruction works. This too has failed ané the Forest College oificials have
now been assigned to supervise the building construction. This arrangement
z2pe2rSs 10 be satisfactory if a technically competent person can visit the
sire resulerly and advise them. The building has reached the roof level and
the roof hzs to be put Up af soon a2s possible to prevent prolong expesure of
wells end deor irzzas to the weather., Regulsr progress reports should be
zzintained 1o mopitor the gquality anéd the guantity of the werk done.

{s} Tzrest Ranger Hostel Ko, |

Xome of the deficiencies reported in the last inspection have beer attended.
Xeat colour weshing on smoothened walls and repainting of wood work were the
maior reconsenéstions made in the previous report.

{b) TFerest Ranger Eestel No. 2

A
w

on &th November 1984, three cars befcre the date of
iod of inactiviry of abour & months, but it appears that
1 work dones after the iast inspection in May 1984,

icns that due to the poor assistance for

Superintendent of Development works of the
Forest Depsrtment has reguested the Buildings Dept.

ver the supervision. This arrangament has not worked out and

2s bdeen steppel for sometime for not hiaving ar authorized

t. has then arrznged its own officials of the Forest

he work. This zrrangement is satisfactory if they Lave

[y
Ay



a background knowledge in building construction and if a technically competent
person can advise them regularly. Eowever the construction supervision
through an outside Govermment Agency may not be helpful due to their lack of
interest. The construction work is scheduled to complete at the end of 1984
according to Forest College officials, Following are general observations

wade during the inspection: g

1. The cement/sand mix proportions for brickwork has got improved after the
recent commencement of work. -

2. Some of the door frames are warped on prolong exposure to the sun. These
are to be removed and replaced.

-

3. Some of the shuttering props of the sunshade have been removed. These should
not be removed until the roof is completed. This removal has already resulted
in a fine crack at the sunshade level of the inside wall,

L. A erack on a iintol and on the wall above it was observed, The wall
supporting the lintol has to be extended upto the crack position to prevent
the propagation of the crack. .

some earthwork around the building at the entrance side
ion below the DPC level. This should not be done
ps

; N . ‘s P it e Reewd e o .
411 trese obscrvations were discussed with Mr. AtZanzyake durlng tae inspection.
c.e, Jhouner:iARD

£5choux:FDSP

Al azmarelliPROG

a3 1:Dik
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APPENDIX IV

CONSULTANCY SCHEDULE Tabie 1
1880~1984 1585-87
Consultant Modified PP Targeted  Actual Percent Targeted
No. visits No.visits No.visits/No.Ind. of Target No, wvisits
(PM) (PM) (FM) (PM)
Chief of i
Party 2 1 - s 22 1
(55) {36) (2E.8%6) 80.2 (26.14)
Kzational
Forestry
Training 6 3 5/2 3
(10) (6.75) (6.83) 101.2 €3.17)
Research
Silviculture 2 2 8/5 0
(6) (6) (10.97) 182.8 (0.00)
wood Tech 3 2 1/1 1
ﬂé) (3> (1.30) 43,3 {2.70)
Externsion
Service 8 3 3/3 5
(14) (6.25) (4.57) 87.0 (9.43)
Plantations
Soil Science 1 1 1/1 0
(2) (2) (1.26) 63.0 (C.00)
Watershed 2 2 412 0
(7) {7) 15.60) 137.1 (G.00)
Silviculture 3 0 G/0 3
{6} (0} (0.00) 100.0 (6.00)
Fire Contrel 2 1 1/1 1
(3 (2) {1.93) 96.0 (1.07)
TOTAL (107) {69) (65.32) 94.7 (41.68)*

*Toral PP Person months - Total 1980-84 Actual Person months
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Table 2
TRAINING SCHEDULE
1980-~1984 1985-1987
Modified PP Targetd Actual Percent Targeted
Category No. No. No. of Target No.
Long-Term US s 3
Extension 2 .2 2 100.0 o}
Silviculture 1 l 1 100.0 0
For. Ecorn. 1 1 1 100.0 0
Hydrology 1l 1 1 100.0 0
Wood Tech. 1l o 0 100.G 1
For. Resources 2 2 8] 0.0 2
Sub=-Total 8 7 5 71.4 3
Short—Term S
Seils 2 2 o) 0.0 2
Silviculture 4 2 2 100.0 p
Tissue Culiure 2 2 1 50.0 1
So0iil/Plant Culture 2 1 C 0.0 2
Biometrics 3 2 c ) 0.C 3
Lab. Tech. 5 2 2 i00.0 3
Mature Tree Flant 2 0 0 100.C 2
Senstics 2 1 s 6.¢ 2
wood Tril, 3 1 1 100.6 2
Txtension 3 3] ¢ 10C.0 3
Forestry 3 2 o 0.0 3
Watershad 3 3 2 5.7 1
Fire Control & 4 0 ¢.0. 4
Sub-Total 38 22 B 36.4 30
Short=Term TC
Pinc. Orient 1 1 o 0.0 1
Soils 3 3 1 33.3 2
Forestry 40 20 0 0.0 40
xtn, Train 5 5 Q0 0.0 5
Spec. Extn. Train 12 (¢} 0 100.0 12
Sub-Total el 28 1 3.4 60
Seminarse
us 1o 10 6 60.0 4

TC 10 10 9 90.0 1



Item

Jeeps

Lorries (37)

Lorries (57)
Tractor/Trailers

Buses

Vans

Teaching Lab. Eguipment
Field Equipment .

A/V Fquipment

Anal, Labh Equipment
Chemicals

Books /Per

Seed/Nursery Equipment
Comm,. Equipment

Fire Fighting Equipment
Office Req.

Lab. Req.

Motor Spares

Fart,

Misc.

1980~1984

Comnodity Frocurement

Modified PP
No. or Amt.

12

16
2
.
42,750
53,600
27,500
164,600
2,000
30,000
52,500
95,000
57,060
24,000
7,000
75,000
25,000
25,000

Targeted Procurement Actnal Procurement Percent
Through 1984 Through 1984 Target
12 9 75.0
5 5 100.0
3 2 66.7
14 9 64.3
2 ] 0.0
0 0 100.0
4,275 6,422.26 éso.z
40, 200 39,688.60 98.7
11,000 13,167.17 ¥19.7
49,380 36,351.08 73.6
600 1,047.10 174.5
7,500 5.3h 0.0
21,250 2,810.04 13.2
95,000 0.00 0.0
22,820 1,690.00 7.4
8,400 141.17 1.7
700 : 0.00 0.0
26,250 0.00 0.0
10,000 0.00 0.0
10,000 500,97 5.0

i ]

APPENDIX_1V

Table 3



APPENDIX IV
Table 4

CONSTRUCTIOR SCHEDULE ~1980 ~1984

Buildings

Student Hostel

Library
Teach, Lab.

wWood Prod. Serv.
Unit

Teach. Staff Qrts.
Field kes. Labs
Res, Staff Qrts.
Div. Extn. Off.

Extn. Staff QOrts.’

Fire Lookout Tower

Radio Towers

Modified PP Neo. Buildings No. Buildings Constructed
No. + -Constructed with USAID Concurrence




PLANTATIONS SCHEDULE

UPPER MAHAWELI CATCHMENT

MODIFIED PP

TARGET ACTUAL
YEAR (AC) (AC)
1980-82 9000 8329
1983 3000 3163
1984 3000 2360
19385 3000
1986 3000
1987 3000

PERCENT
Oor
TARGET

92.5

1n5.4

75.7

LPPENDIX iV

Table 5
FUELWOOD
MODIFIED PERCENT
TARGET ACTUAL OF
{aC) (AC) TARGET
13,500 8986 66.6
3,500 5195 148.4
2,500 2430 97.2
2,500
2,500
2,500

Y



Year
1980
1981
1982
1983
1984
1985

APPENDIX 1¥

Forest Department Budget - 1980 - 1985 Table
Capital Costszf
Recurring Costs}/ Consolidated Foreign Aid Total

Tot. Bud. Actual % of Tot. Bud. Actual % of Tot. Bud. Actual 3/ % of Tot. Bud, Actual % of
Expend. Expend. Bud. Expend. Expend. Bud. Expend. Expend.~ Bud. Expend. Expend. Bud.
623,332 396,673 63.6 6,850,000 5,538,676 80.9 7,239,720 1,288,440 17.8 14,089,720 6,827,116 48.5
983,300 753,752 76.7 18,671,200 23,911,852 128.1 23,129,600 4,309,420 18.6 41,800,800 28,221,272 67.5
1,022,000 1,004,665 98.3 23,999,000 16,431,197 68.5 28,119,000 4,740,360 16.9 52,118,000 21,171,557 40.6
1,268,000 1,342,827 105.9 38,050,500 25,121,303 66.0 30,364,500 11,305,170 37.2 68,415,000 36,426,473 53.2
1,472,000 1,377,1002/ 91.6 43,222,5002/ 20,100,4005/ 46.5 33,400,000 25,262,350 75.6 76,622,500 45,362,7502/ 59,2

1,594,000 46,584,000§/ 25,175,000 71,759,000

1/ Projects 7, 8 and 9

2/ Projects 103, 104 and 105

3/ From USAID committed as of 12/15/84
4/ Estimated

5/ Includes Rs 13,295,000 reimbursible through foreign aid

g/ Includes Rs

6,406,000 reimbursible through foreign aid
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. Table 7
Employment and Income Generation through Reforestation
Total Labor Local
Project Acreage Planted %4 Requirement 2/ Generated /g
Year Establishment Replanting Total {MD_'000) (Rs. '000}
A. Upper Mahaweli Catchment Plantations
1979 275 ~0- 275 14 462
1980 2,950 -0- 2,950 152 5,016
1981 2,867 -0- 2,867 188 6,204
leg2 2,237 87% 3,112 205 6,765
. 1983 3,163 -0~ 3,163 187 12,771
1984 2,300 -0- 2,300 190 6,270
’ Totals 13,792 875 14,667 1,136 37,488
B. Fuelwood (Dry Zone) Plantations
1979 - - - - -
1980 - - - - -
1981 4,976 - 4,976 299 9,867
1982 4,010 2,000 6,010 399 13,167
1983 5,195 1,600 6,795 460 15,180
1984 1,995 2,100 4,530 121 10,593
(Chena) 435 &/
Total: 16,611 5,700 22,311 1,479 48,807

Note: 1/

Estimates received from Forest Department. Assumes 8' x B° spacing (680 plants per acre) except for the 1984 planting in
the fuelwood plantations when 6' x 6' spacing (1,210 plants per acre) was used.

Includes labor required in seedling production, site preparation, planting per Forest Department experience., Does not
include supervising staff labor.

Acsumes an average daily wage of Rs. 33 for casual labor.

The Chena reforestation system pays farmers Rs. 500 per acre for 80% survival on 8' x 8' spacing.
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CASUAL LABOUR _ACTIVITIES Table 8
CASUAL LABOUR ACTIVITIES PERSON DAYS PER ACRE PERCENTAGE OF
SPACING MEN WOMEN
8'x8"* 6'x6°

Nursery 15 20 30 70

Preparation 35 43 90 10 '

Planting 10 15 20 80

Maintenance 14 14 20 80

Replanting 14 20 20 80
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REFORESTATION AND WATERSHED MANAGEMENT PROJECT 383-0055 Table 9
BUDGET AND FUNDS COMMITTED AS OF 12/15/84

CALENDAR YEAR
1980-84 1985 1986 1987 TOTAL PERCENTAGE

GRAND_TOTAL

Planned 10,450,000

Committed* 2,000,777 19%
TECHNICAL ASSISTANCE (Grant)

AID Disbursement Schedule ({(7/83) 990,000 320,000 60,000 80,000 1,450,000

Cormitted as of 12/15/84 860,073 - - - 860,073 59%
TRAINING (Loan)

AID Disbursement Schedule {7/83) 950,000 © 500,000 400,000 3co,000 2,150,000

Committed as of 12/15/84 323,581 - - - 323,581 15%
COMMODITIES (Loan) .,

AID Disbursement Schedule (7/83) 975,000 500,000 525,000 - 2,000,000

Committed as of 12/15/84 556,506 -~ - - 556,506 28%
CONSTRUCTION -

AID Disbursement Schedule {7/81) 520,000 516,000 64,000 - 1,100,000

Coimmitted as of 12/15/84 - - - - - -
PLANTING PROGRAM (Loan)

AID Disbursement Schedule (7/83) 1,600,000 720,600 720,000 710,000 3,750,000

Committed as of 12/15/84 X 260,617 - - - 260,617 7%

* pBased on USAID Project Manager's files

A P O S P R . \
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FOREST DEPARTMENT MAJOR STAFF CATEGORIES Table 10 -
Designation Actual 1982 Actual 1984 Proposed Budget 1985

Conservator 1 1 1
Deputy Conservator 5 5 5
Assistant Conservator 18 30 30
Chief Accountant 1 1 1
Accountant 1 2 3
Administrative Officer 1 H 1
Foresters 51 48 54
Range Forest Officer 189 207 222
Beat Forest Officer (Guards) , 461 465 487
Research Officer 4 6 6
Laboratory Assistant 1 4 4
Draughtsman 10 10 4
Technical Assist. Foreman 7 7 7
Carpenter/Fitter/Electrician ] 20 20
Woodwork /Machinist A

Clerk/Secretary/Typist 143 152
Pump Operator 19 20 23
Driver 72 100

Plantation Laborer 239 239 239
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Scope of Wark

Purpose

, The purpose of evaluation is to review the project and the

progress made toward attaining its goals, purposes, and outputs as
well as the approprateness and timeliness of the inputs. The
evaluation should examine the needs of forestry in St Lanka in
view of; (1) the current and propcsed future institutional
capacities required to meet these needs, and (2) the carrent GSL
commitment. The evaluation will then develop recommendations
necessary to suppart and improve the project’s implementation for
the remaining duration.

Team Composition

The evaluation team will be composed of five members, one
from each of the fallowing arganizations: GSL Farest Department
{FD), Prmary Cantractar's representative (SECID/COP)
USAID/Cdombo, the USAID's Asla Regional Farestry Advisar
(RFR), and & forestry expert from USAID/Irdia. Al team
. members should have prior experience with forestry fuelwood
p;an:atxo*s and watershed stabilization projects in the Asia
region, The individual from USAID will sezve a team leader and
will be responsible for the coardination of the technical
evaluation and progress assessment of tne project, and serve as
edizor far the evaluaton repart.

Methoddogy and Frocedures

The evaluation team will review all background materials
incinding the Refarestation & Watershed Management Project
Paper, PP Supplement No. 1, Life-cf-Project Work plan and the
contractar's End—of-Tour and Annual reparts. The team will sperd
the first week in Cdlombo revieving documents and related
materials, developing 2 work plan for the team which details
specific individual tasks, and meeting various pro;uectofﬁc:a]s
The second week would be devoted to visiting various project
field sites, The final week will be spent in Cdombo crganizing
the data collected and preparing the final evaluation repart.
Early during the final week the team will meet with the USAID
Director, or his designee(s), and appropriate GSL cofficials and
discuss the team's findings and tentative recommendations.

The evaluation will inciude an assessment of the fallowing
areas:

{1) Review the planned goals and purposes of the project to
determine; (a) if they are still valid, and (2) describe the
measurahle progress made toward achievement of stated
go2is and purposes.
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(2) Assess the commitment of the GSL to the forestry
sectar. Describe past and proposed GSL actions concerning
palicy decizion's, l:uaget allocations, new staffing
recruizment, suppar‘:mg training of staff, and approving
procurement of equipment or approval of new construction.
When appropriate; specifi¢ recommendations should be made
for required GSL actions to improve its perfarmance under
the project.

(3) Assess the institutional, impact of the project. ie.,
describe the operational perfarmance improvements of the
Foarest Department, and identify linkages that have ccourred,
sach as the the development o linkages between the the
research, extansion, training and field cperations within the
Department. Describe other factars affecting the’
nst:tuh.onalhzﬂdmgaspectsafme;romt as well as
recommending ways to improve departmental cperations.

(4) Assess the impact of potential impact of other foreign
donar aided projects in the farestry sector and their.
influenee, if any, on project implementation.

(5} Assess the beneficiary impact of the p:o;)ect,tothe
extent possible, by emperical data.

Some specific questions which nead to be answered, which
will aid in assessing the perfarmance and progress of the
projkect, are as follows: -

(1) Were projected inputs (TR, training, commodities)
appropriate, timely, provided, and in the necessary
guangties? Are these inputs veilding the anticipated
outputs? '

{2) Was the Life-of-Proiect work plan realistic? What was
the guality of subsequent annual work plans? Were the
tachnical experts provided and training activities
implemented as described in the work plans?

(3) Have the Farest Department ané Contractar coordinated
budgeting procedures to ensure adeqguate GSL annual budget
any sopport for the primary contractar's annual work glan?

(4) Ras the project been effectively managed (at all levels)?

(5) Have the technical ahilities of the consultants been
fully urilized? Have their observations, suggestions and
reparts been pertinent-and useful?

(6) Has the project facilitated the transfer of technalogy to
improve forestry practices, such as nursery technigues,
transplanting and maintenance?

2
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(7) Has the projected to helped expand local employment as
envisioried in the Project Paper?

(8) Have anomalies in Factars affecting inputs, such as

weather, during the xoject period affected the
imple mentation schedule?

{9) Do other donor agencies and GSL activities suppart, compete
with o conflict with the aims of the project?

(10} What is the value of in-service and new recruit training
provided at the Forest Collage, China Bay? How is this training
perceived by participants and others?

(11) How do methods of communication available to the Forest
Pepartment impact on the pxoject?

(12) Are the financial and ather roject records satiiactaﬁly
maintained and availahle to appropriate individuals?

Reporting Regquirements '

The team will prepare a draft repart for detailed discussions
and review by the Forest Degartment, its line ministry (Ministry
of Lands and Land Development), and USAID. The team will
then prepare and submit to USAID a final report priar to the
team's dissolirdon,

The final repart will certain the fcllowing sections:

- Tifle Page

- Tahle of Contents

~ P & S Facesheet

- Executive Summary
Summarizes the current mroject situation, mentioning
progress in selection to design, forecast the prospects of
achieving the purposes and goal, maker problems
encountered, and summary of recommendation of the e
evaluation.

- Basic Project Identification Data Facesheet

- Statement of Conclusions and Recommendations

- Bady of Repart which contains the text for supparting the
conchsions and recommendations.
This section should also discuss the topics of evaluation as

3 .
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in the P & S outline, irems number 15 through
21, -

- Appendices, as rqquzred

A detailed report farmat will be presented to the team upon
convening.

Funding

Funds to support team member's participation in this
evaluation will be provided from the Fcrest Department, USAID,
Asia Bureay, and SECID's cperating expense budgets.

AID:ARD:IWBanner:sies
11/14/84
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