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EXECUTIVE SUMMARY

PROJECT HISTORY

The Irrigation Systems Management Project (ISMP) constituted the
second phase of USAID assistance for improving water management on
Major Irrigation Schenes, in Sri lanka. The first phase of this
program was completed with the Gal Oya Water Management Project
which was implemented from 1979 - 1985.

The ISM Project Agreement between GSL and USAID was signed on
August 25, 1986 with the Project Assistance Completion Date (PACD)
on 30 June 1992. The total Project Cost was S 28.3 Million of which
$ 9.7 million is a GSL Contribution and $§ 18.6 Million the USAID
contribution (a S 6.9 million Grant and § 11.7 million Loan).

The Technical Assistance (TA) Team was mobilized to Sri Lanka in
August, 1987. Project work was initiated by the IMD/1D in late 1986
and early 1987 on the tour Irrigation Schemes in the Polonnaruwa
Range namely, Parkaramam Samudra, Minneriya, Giritale and Kaudulla
Schemes.

PROJECT GOAL

The goal of the irrigation Systems Management Project (ISMP) was to
expand food and agricultural production, increase rural employment
opportunities, and raise net farm income and the standard of
living of farmers with existing small land holdings in Sri Lanka.
The degree to which this goal was achieved will be measured by
intensive sampling of crop yields and farm incomes in the seven
ISMP Schemes after the Project PACD.

PROJECT PURPOSE

The ISMP general purpose was to develop a national institutional
capability to increase food production from existing irrigated
land. The specific purpose of ISMP was to develop the necessary
infrastructure to: (a) support Operation and Maintenance of the
Major Irrigation Systems on a sustained renewal basis, i.e, without
recourse to periodic major rehabilitation; (b) improved
responsiveness to agricultural needs in order to sustain long-term
continued increases in agricultural productivity; and (c) test and
demonstrate the effectiveness of different combinations of
management and structural improvements carried out in various
selected Major Ilrrigation Schemes.

PROJECYT OBJECTIVES
The major 1SMP project objectives were:
(a) develop and strengthen capabilities within Farmers

Organizations to assume responsibility for operations and
maintenance (0O&M);




(b) enhance the 0&M capabilities of the Irrigation Department
‘(ID) staff in the Ministry of Lands, Irrigation and Mahaweli
Developrment (ML1MD);

(c) support the Program tor Integrated Management of Major
Agricultural settlements (INMAS) under the Irrigation
Management Division (1MD) of ML1IMD;

(d) institutionalize the training capabilities ot the Agencies
involved in supporting Farmers’ Urganizations (DCFOs) by
improving U&M and Project Management skills; and

(e) document the lessons Jearned for application to other
irrigation schemes in Sri Lanka and assist with special
references to the ©policy implications that should be
considered for adoption in order to facilitate technology
transfer,

CONTRACT OBJECTIVES:

According to the USAID/Sheladia Contract, the Technical Assistance
objectives were to:

Provide technical assistance and related commodity procurement to
assist the Government of Sri Lanka in attaining the objectives of
the Irrigation Systems Management Project. The Contractor was to
provide such technical, advisory, management, engineering,
training, procurement and other reievant services required for this
purpose.

I'"he 1SM Project was to work with the Irrigation Management Division
(1MD) and the Irrigation Department (1D) of the Ministry of Lands,
Irrigation and Mahaweli Development (MLIM/D), and with other
departments and agencies of the Government of Sri Lanka (GUSL), to
carry out the second phase of a coordinated water management
improvement program begun in 1979 under USAlD's Water Management
Project. Assistance was to be provided through the 1SM Project, at
the national ievel to upgrade ML1IM/D institutional capacities to
improve the performance of existing major irrigation systems and,
at the tield level, to test and demonstrate several new approaches
to rehabilitation and management improvements. At the same time,
coordination was to be sought with GSL agencies responsible for
agricultural extension, recsearch and other support services to help
assure that the improvement in water management are translated into
increased agricultural production.

During the five year life of the project the Contractor was to
provide approximately 208 person-months of long and short term
local and expatriate professional services. In carrying out the
scope of work it was envisaged that Contractor would utilize local
expertise. It was estimated that approximately 108 person- months
of Sri Lanka professionals’ services would be required to
effectively carry out the required tasks.




The Technical Assistance provided under the contract was expected
to play a key role in the project meeting its objectives. The TA
package was designed to build upon existing GSL resources to
provide expertise particularly in areas where qualified GSL staff
were not available or where new technologies or concepts were being
introduced. The success of the institution building process
depended heavily on the counterpart relationships developed. While
the TA inputs were deemed important, the collaborative
relationships to be developed between the TA team and the GSL
project staff were considered more important. A key element of this
relationship was the training role to be played by the TA team.

The expertise of the TA was to be transferred to the GSL officers
through training . This training would vary from a one-one activity
to formal group sessions. The TA staff was to actively develop
their training role, planning and seeking out proper avenues for
the transter of knowledge.

fn addition to the transfer of knowledge, the TA was also to play
a role in introducing, discussing, recommending and following up
with vproject staft on policy matters related to the project:
ducument the project progress, through monthly, quarterly and
special revorts; procure commodities; and in inspecting and
certitving construction work tor which reimbursement would be
requestes trom AlD.

ROLE OF TTHE CONTRACTOR

The Contractor was to:

(a) Establish the organizational capacity to carry out the
contract under the supervision of a resident Chief of
Party in Sri Lanka, supported by the Contractor’s Home
Office.

Provide technical assistance to develop the institutional
capacity of the Ministry of Lands, Irrigation and
Mahaweli Development, (MLIM/D), particularly the
Irrigation Management Division (IMD) and the Irrigation
Department (ID), in support of the objectives of the
project.

Produce specific documents under each of the project
components and take other administrative actions upon the
request of MLIM/D.

END-OF-PROJECT STATUS (EOPS)

At the end of the rive years, the integrated program elements for

Irrigation Systems Management were expected to result in the

tollowing conditions:

o Institutional cavabilities of iMD to create DC¥0s,
incorporating improved Financial Management (FM) practices,
and condurting Monitoring Evaiuation and Feedback (ME&F)

3




activities were effectively developed.

Institutional capabilities of the ID to plan, design, manage,
implement, operate and maintain the irrigation systems were
effectively developed.

Communication and coordination between Farmers Organizations
(DCFOs), Irrigation Management Division (IMD) and lrrigation
Devartment (1D) personnel will be significantly better.

Improved methodologies tor creating and strengthening DCFUs
will have been developed.

Improved Uperations and Maintenance (0&M) procedures will be
incorporated into the standard operating procedures of the 1D.

Farmers participatory management ot the Irrigation Schemes
will be enhanced by the take-over of the Operation and
Maintenance of the Distributary Canal System by the DCFOs.
This will create DCFO sense of ownership in perpetuating the
sustained renewal of the Irrigation Scheme. The introduction
of the Computer Assisted Systems Operation Model will enhance
a more effective water management program which will ascertain
long term increases in agricultural production.

Annual Maintenance Plans will have been prepared for the Main
Irrigation Systems of each Scheme to be operated and
maintained by the ID. Annual Maintenance Plans will have been
prepared for all of the Distributary Canal Systems in each
Scheme to be operated and maintained by the DCFOs.

A Preventative Maintenance Program will have been developed
and initiated for all Schemes in the Project and the 1D
Maintenance Manual up-dated to include this Program.

The Monitoring, Evaluation and ¥eedback (ME&F¥) Program will be
strengthened in 1SMF, and replicated in other 1NMAS Irrigation
Schemes with regularized seasonal and annual reporting of
impertant pertormance indicators.

The training capability will be strengthened for: the
balgamuwa Irrigation ‘lraining 1lnstitute (GITI) for O&M
training; the Agrarian Research and Training institute (ART1)
tor training the Institutional Organizers (I0S) who assist
farmers in creating DCFOs and undertake research on FO
methodologies; for the in-country training of IMD, 1D and DCFO
members in all phases of 0&M and participatory management; and
for management and technical, formal and practical training in
the USA and other Asian countries.

MEF data analysis and research studies will stimulate GSL
officials to evaluate strategies for improving irrigated
agriculture.

Gal Oya Left Bank Canal System will be maintained in a
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sustained condition after the Preventative Maintenance Program
is implemented and capable ot supporting a new program of
improved tarm management practices and diversified
agricultural production during the life-of-project, and
afterwards.

Pragmatic Rehabilitation (PR) of the Gal Oya Right Bank Canal
System and Essential Structural Improvements (ESI) at the four
Polonnaruwa District Schemes makes them highly suitable sites
for a new program of improved farm water management practices
and diversified agriculture production.

The structural improvements to be provided in the ISMP Schemes
will improve water management at the field canal level which
will facilitate better irrigation control for increasing the
production of Diversified Crops.

PROJECT COMPONENTS

ISMP originally consisted of seven Major Project Components. They
were:

(1) Farmer Organization Development;

(2) 0O&M lmprovements;

(3) Financial Management lmprovements;

(4) Monitoring, Evaluation and Feedback;

(3) lraining Capacity kEnhancement:

(6) KResearch:

(7) Commodity Procurement: and

(8) Crop Dbiversitication, which was added during the
second year.

PROJECYT S1TES

The Irrigation Schemes included in the implementation of I1ISMP
consisted of Parakrama Samudra, Giritale, Minneriya, Attaragallewa,
and Kaudulla Schemes in the Polonnaruwa District, the Right Bank
and Left Bank of the Gal Oya in the Ampara District and che Ridi
Bendi Ela Scheme in the Kurunegala District. The total extent
covered - - including a&additional encroachment acreage - - was
approximately 174,550 acres. A map showing the location of the
above seven Irrigation Scheme in the Project follows as Exhibit S-
1.

PROJECT TECHNICAL ASS1STANCE

Sheladia Associates, 1lnc. (Sheladia), was selected in 1987 to
provide Technical Assistance to the 1SMF. A summary of the
‘technical Assistance provided from 1987 to PACD on 30 June 1992 is
presented on lable 8-1 below:




TABLE S-1
ISMP TECHNICAL ASSISTANCE PROVIDED

Category of Personnel Person-Months

Long-Term Professional (Expatriate) 148.84
Short-Term Professional (Expatriate) 31.19

Home Ottrice Management (Expatriate) 4.90
l'echnical/Procurement (Expatriate) 15.15
Home Ottice Administration (Expatriate) 27.80
Long-lerm Protessional (Local) 316.30
short-lerm Frotessional (Local) 17.78
Long-1erm Aaministrative (lLocal) 504.56
short-lTerm Administrative (Local) 15.17
Sub-Contract Protessional (Expatriate) 24,30
Sub-Contract Protessional (Local)

Total Person Months Over LOP

PROJECT COSTS

Estimated Project Cost and Final Project Expenditures as of 30 June
1992 (PACD) is shown in Table S-2 below:

B 0BTt
IRRIGATION SYSTEMS MANAGEMENT PROJECT
FINAL COST AS OF 30 JUNE 1992

11,700,000 315,900,000 i 111,114,010

Sub~lotal 18,600,000 502,100,000 8,867,000 360,389,570

9,700,000 262,000,000 8,867,000 549,637,570

U.S. $§ 1 Varies from Rs.
to Rs. 42.50
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PROJECT ACCOMPLI1SHMENTS

Farmer Organization Development

buring the Project, as expected trom the Project Paper, some major
accomplishments were achieved under the Farmer Organization
bDevelopment Program; these accomplishments were:

0

Two Thousand One Hundred and Sixty-Eight (2168) Field Canal
Groups were formed in Parakrama Samudra, Giritale, Minneriya,
Attaragallewa, Kaudulla, Ridi Bendi Ela and Gal Oya LB and RB
Schemes. Each Field Canal has their own representative and he
represents the DCFO.

One Hundred and Eighty (180) DCFOs were formed in the eight
Schemes including Attaragallewa Scheme under Bakamuna
Division. The DCFOs were accepted as a formal organization.
Their Executive Committee or Board of Management is comprised
of Field Canal Representatives and meets monthly.

All Field Canal Representatives participate in an Assembly of
DCFOs and there they elect the executives of the System Level
Farmer Organization. The System Level Farmer Organization is
the apex organization in the Scheme and elected Field Canal
Representatives are working as Directors of the Board. Six
System Level Farmer OUrganizations have been formed in
Parakrama Samudra, Giritale, Minneriya, Kaudulla, RBE and Gal
Oya LB Schemes.

The Farmer Organizations obtained the legal recognition under
the Agrarian Services (Amendment) Act No. 4 of 1991 and 138
DCrFUs have registered with the Commissioner of Agrarian
Services Department as of PACD. Registration under this Act
allowed each of them to become legal entities.

152 DCFOs are actively engaged in the joint management process
and are actively engaged in participatory management as
evidenced by their take over of the operations and maintenance
responsibilities of the Distributary Canal Systems.

Recognizing the progress made by the DCFOs in previous
construction contracts, the Agencies involved increased their
contract value limit to DCFOs from Rs. 25,000 to Rs. 250,000
and finally increased it to Rs. 750,000.

Some 150 DCFUs have opened bank accounts in the State Banks
and in the Cooperative Rural Bank in order to maintain their
Development Funds. The DCFOs utilize this money in supplying
agro—-inputs to their members and for purchasing of agr-o-
produce from the farmers. In addition to that they provide
some funds tor O&M of the system in accordance to

the requirements of +the Annual Maintenance Plan. This is
especially true in DCF0Os that signed the Standard Memorandum
ot Undertaking in Management Take Over with the Irrigation
bepartment.




o Twenty-two (22) DCFOs of Kaudulla Scheme have obtained bank
credit from the Regional Rural Development Bank to purchase
agro- chemicals and fertilizer to distribute among the members
of the DCFO in 1991 Maha season.

o Seventeen DCFOs were engaged in marketing activities in
Minneriya, Kaudulla and Ridi Bendi Ela Schemes during the
1991 /92 Maha season and they maintained the guaranteed price
all over the ISMP areas.

o) . Five DCFOs are eligible to establish paddy mills in Kaudulla
and Minneriya Schemes in July 1992. The loans have been
approved by the National Development Bank and legal documents
have to be sign betore 30th June 1992.

o Irrigation Sector Assistance Agreement

'he maior accomplishments under this agreement are summarized by
component below:

l'o enhance the development of VDistributary (Canal Farmer
Urganization (DCFKUs) and tacilitate their participation in the
operation and mgintenance of tertiary systems, USAID and the GUSL
agreed to implement a Revised Project Approach (RPA) through the
Irrigation Sector Assistance Agreement. The most important feature
of this Agreement was the release of USS 7.0 million to the GOSL in
the following three tranche, which are outlined below. Each of
these tranche were implemented by PACD.

The First Tranche of § 3.0 million was released in September, 1991
after GOSL submitted to USAID the following:

- Draft Standard Memorandum of Understanding to be signed
by representatives of FOs, IMD and 1D;

- Rights and responsibilities of each party after the turn
over of the Distributary Canal System; and

- Criteria and score card which will be used to determine
whether a DCF0 has reached a sufficient level of
competency to be a party to the Agreement

tonditions for receiving the Second Tranche ot § 2.0 million were
satistied in YFebruary, 1992 after a total of 36 DCFUs met the
standard criteria and 36 agreed to operate and maintain their
respective tertiary systems and tormed Water Management Cells.

The 'l'hird 1ranche of another § 2.0 million was released in June,
1992 atter another 10 highly qualified DCFOs accepted the
responsibilities to operate and maintain their respective
Distributary Canal Systems and two Water Management cells in
Giritale and Kaudulla Schemes were found to be in full operation.




Operations and Maintenance

0

A total of 190 Sub~Projects were rehabilitated during the LUP
involving some 2,249 km. ot Canals and a reimbursable amount
ot about Ks. 133 million. Of this amount approximately Rs. 97
million has keen reimbursed leaving a balance of about Rs. 36
million.

wWater Management (Cells and Field Uperation Unit Cells were
established in all Seven Schemes within the 1SMP area. Farmers
participating in Scheme Management by taking over the
operation and maintenance of the Distributary Canal System was
a major achievement. Introduction of the Computer Assisted
System Operation Model ftor a more effective and efficient
water management occurred over LOP +to help increase
agricultural production.

Annual Maintenance and Preventative Maintenance Programs were
developed for the Main Systems of all the seven Schemes and
for 92 of the 201 DCFOs within the 1SMP, in order to achieve
the goal of sustained renewal of the Irrigation Systems.

Financial Management

0

Assistance provided to DCFOs to levy membership fees trom the
members instead of O&M fees.,

Assistance provided to IMDL in introducing a simple FM system
to the DCFrUs.

Assistance provided to the DCFOUs to create Development tunds
and utilize that money tor supplying of agro-~inputs and to buy
materials tor construction work.

At PALD, a total ot 125 DCkUs have a balance of Rs. 2,465,315
in the local Banks as a result of their Development Funds.

Training provided to FM Assistants, Institutional Urganizers
and FC Representatives in Financial Management to improve
their skills in managing DCFO funds.
155 DCFOs have opened bank accounts.

Training in the preparation of annual budgets was introduced
to the DCFOs to strengthen their skills in fund management.

22 DCFOs obtained credit facilities to buy Fertilizers and
Agro-Chemicals.

DCFOUs maintained Address Records and Specification Registers
of their own.

Seventeen (17) DCFOs engaged in marketing of agricultural
produce in concurrence with the Regional Rural Development
bank.




DCFOs hired knowledgeable accountants to audit their Book of
Accounts and funds in the bank on a regular basis.

Monitoring, Evaluation and Feedback

(o]

]

A sustainable MEF program has been established in all the
schemes of the ISMP and has been in operation since February
1991. The system has already been replicated in other Schemes
under the INMAS program.

Three reports are produced under the 1SMP MEF System. They
are:

1. Annual /Seasonal Planning Reports to establlsh targets and
schedules of various programs;

Management Information Svstem (MlS) report for monthly
monitoring and teedback; and .

Seasonat Post-Harvest Surveyvy Report to evaluate
pertormance periodically

Although the monthly MIS report is prepared on a scheme-wide
basis for Irrigation Engineers, Project Managers and District
and Headquarters managers. a monitoring system for each DCFO
is now utilized at the scheme level to evaluate performance of
all DCFOs under each Scheme.

Training

Developed the capabilities of a cadre of trainers for the
Organizations involved in Irrigated Agriculture.

Provided validated Training Modules and Manuals and Manuals in
Operations, Maintenance and Financial Management.

Created attitudinal changes of officials and farmers. These
changed reinforced Participatory Irrigation Systems
Management.

Upgraded the capabilities of the System Management personnel
and farmers.

Provided training to Field Canal Rebresentatives in Uperation
and Maintenance practices and pianning Kanna Calendar inputs.

¥rovided technical and ©practical training through a
work/study program to ID stafr in Water Measurement practices
and technigues and in the use ot the Computer Assisted Water
Management Mode) to assure the provide a better means for the
equitatle distribution of water to the farmers.




Crop Diversification

(o]

Recognition and tinancial assistance extended to the Crop
Diversification Program under the ISMP, tacilitated the
accomplishment of training, field demonstrations and field
tours. This was responsible for initiating a major change in
the farmer's attitude towards rice mono-cropping.

Farmers have realized, through project demonstration and
production activities, that net income and employment
opvortunities that are generated in other field crop
production is greater than from rice in spite of the high cost
ot production.

There is a trend of acceptance in all of the schemes under
ISMP to increase OFC production, due to the accomplishments on
Other Field Crops (OFC) during the LOP.

Production extent of other food crops in well drained paddy
lands in the four Polonnaruwa Range Schemes and Ridi Bendi Ela
Scheme in Kurunegala Range 1ncreased five-fold from 2% to 10%
between 1987 and 1991.

A major production increase in area of 11% was achieved from
1990 to 1991 alone.

The above achievements were a direct result of the Farmer
Training activities conducted under the ISMP.

Research

o

Nine Research Studies were concluded under the 1SMP by various
private consultants under the sponsorship of 11IMI. They are
summarized in table S-3 below:




TABLE S-3
ISMP RESEARCH STUDIES

Name of Research
Report

Study of Participatory
Management Program in
Nagadeepa, Mahawewa and
Pimburettewa.

Institution Building
under ISMP.

Study of Water belivery
System Plan 1 Flow
Measurement.,

Non-Govt. Organizations as
Social Change Agents - A
Case Study trom Sri Lanka.

Manual on Floor Measurement
tor PDrop Structures

Study on Management and Cost

Organization Date

Responsible

ADRC Oct 1989

TEAMS

Lanka Hydraulics
Inst. Ltd.

ADRC

Lanka Hydraulics
Inst. Ltd.

TEAMS

of Operation and Maintenance of

Irrigation systems under 1D
in Sri Lanka.

Rehabilitation of Irrigation Dr. T.

Systems Literature Review.
Maximizing Profitability of
Irrigated Agriculture in
Polonnaruwa Scheme.

Turnover of O&M of D-Canals

Abeysekera

AICS

TEAMS

to FUs in Polonnaruwa District.

Cost-Effective Strategies for
Irrigation Modernization for

the 1990s.

ECL/ADRC




MAJOR PROJECT DECISIONS

buring the LOP of the ISMP, there were eight major decisions that
affected and or changed the course of project implementation. A
summary of these decisions are presented here and in detail in
Chapter 111 of the Report.

(o)

GUSL allows FOs to Undertake Construction Contracts

A major decision was made by the Director of 1MD in 1988 to
allow the newlty developed fFarmer Urganizations to under take
construction contracts under the ISMP rehabilitation program
1n the area of their respective Distributary Canal System up
to a maximum of Rs. 250,000.00

This decision had a major affect in changing the contract
award procedure which were normally given to private
contractors by the ID. The results of this decision on the
progress of the rehabilitation program were very poor during
1988 and 1989. However, the progress made by DCFOs in
rehabilitation of their D and F Canals in 1990, 1991 and 1992
improved considerably. Therefore decision taken in 1988 can
now be considered a success in the implementation of the
rehabilitation program under the ISMP. :

USAID Assessment Report — December 1988

USAID made a Status Review of the ISMP in November 1988 to
assess the progress on the Project and to identify weaknesses

for appropriate corrective actions. Several recommendations
made had a great impact in changing the Project implementation
procedures which directly improved Project performance; they
were:

It was recommended that Sheladia’s COP be posted in
Polonnaruwa instead of Colombo to provide leadership to
Sheladia’'s Team and to instill the inter-disciplinary
approach to Consultant Team Activities; this was done and
improvements to the Consultant’s activities were achieved

It was recommended that the FO Specialists and MEF
Specialists be extended to ensure those Programs were to
the level that they could be sustained betore the
departure of these specialists. This was accepted and the
Local FO Specialist was extended for 28.4 person months
and the Expatriate MEF Specialist extended three months
and local MEF Specialist extended another 12 months after
the expatriate departed. Furthermore, a short~term MEF
Specialist was provided in the last two years of the
Project for a three month and another one month
assignment to finalize the MEF program.

These extensions and additions of both FO and MEF
Consultants had a great effect on the accomplishment of
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the FO and MEF Component goals under ISMP.

One of the Project purposes was to test and demonstrate
the effectiveness of different construction management
and structural improvements carried out in various
selected Major Irrigation Schemes. At the time of the
Assessment Report no work had been accomplished on the
study. The Assessment Team recommended that the
Consultant take on this responsibility wunder it's
contract with USAID. Based on the recommendation the
Consultant, proceeded with an Economic Cost-Effective
Analysis Report outlining the procedures to accomplish
this requirement of the Project Paper. Subsequently at
the Mid-Term Evaluation, because of the importance of
this Study, it was recommended that it be conducted as a
Research Study under leadership of IIMI. This
recommendation was accepted and the Study was completed
by PACD. '

It was recommended that work either be started in Gal Oya
by end 1989 or the planned work on the Gal Oya RB and LB
be shifted to another Scheme. Based upon this
recommendation, the Consultant,s O0&M Engineer and FO
Specialist and USAID Chief Engineer and 1SMP Project
Otficer made an inspection of the situation in Ampara
District in April 198Y. Based upon that inspection, it
was recommended by Sheladia and USAl1D that the planned
ISMP work on the Gal Oya Project proceed. Work commenced
in late' 1989 based upon that decision.

ISPAN Froject Review Workshop

A four day workshop was conducted by ISPAN in April 1989 to
review the status of ISMP and to identify problems and make
appropriate solutions to those problems.

The major decisions made were:

Farmer Organizations must be legalized

Training in O&M procedures should be given to Farmer
Representatives before take-over of D-Canals

Earthwork should be paid to farmers in Field Canals above
60 acre service area

DCFos should be allowed to wundertake construction
contracts in their Distributary Canal areas up to Rs.
230,000

Training in FM to MEF/FM Assistance as trainers in FM

A full time IMD Project Deputy Director be assigned tor
MEF to implement the MEF Program
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Reseérch is far behind schedule and should be monitored
more closely by IIMI to ensure the studies are carried
effectively and on schedule.

ISPAN Mid-Term Evaluation — July 1990

A Mid-Term Evaluation was made to assess the progress made on
the ISMP as of April 1990 and to make recommendations for
completing the various Component and achieving Project
Objectives before PACD.

The major conclusion made at the Mid-Term Evaluation was that
the rehabilitation etforts on the Project could not be
achieved by PACD due to wide spread civil unrest and other
reasons. Since the ISMP goal of long-term sustainability of
the Systems could not be achieved without the completion of
the rehabilitation work, the Evaluation Team recommended that
the Project be extended for at least two years atter the
original PACD date of 30 June 1992.

GOSL Granting Legal Recognition to FOs

Finally, in early 1991, the Agrarian Service'’'s Act No. &
(Amended) of 1991 provides the FO legal status to act and
assume power of a Corporate Body. This was a major turning
point in the development of the FOs in Sri Lanka as most of
the FOs could now conduct legal business with private
enterprises, banks, etc., in order to engage in other income

generating activities other than the 0&M of their Distributary
Canal Systems.

GOSL Decision to Hand Over D-Canals to FOs

A major decision was made in January 1989 by the Director of
Irrigation to hand-over the responsibility of the Operation
and Maintenance of the Distributary Canal Systems (DC and FC)
to the Farmer Organizations. This decision resulted in the 1D
first handing over the maintenance responsibility to the
Farmer Organizations and eventually after training of the
tarmers in operations by the ID staff, the operations were
handed over. Ufficially the first hand-over ceremony was made
to some 34 DCFUs on B February 1992, another major achievement
on the Farmer Organization Development Program under ISMP.

USAID'’s Decision to End Project on Original PACD

USAID decided in September 1989 to terminate the ISMP on the
original PACD date of 30 June 1992, in spite of the
recommendation made in the Mid-Term Evaluation to extend the
Technical Assistance for at least two years. We believe
USAID’s decision was based on the belief that the Contractor
had achieved the TA objectives of upgrading IMD/ID
institutional capacities to improve the performance of
existing major irrigation systems and, at the field level, to

15




test and demonstrate severa! new approaches to rehabilitation
and manag - ment improvements. In addition, eftective
coordinatio:: has been developed between GSL agencies
responsible for agricultural extension, research and other
support services t¢ help assure that the improvements in water
management  are translated into increased agricultural
production.

USAID’S Decision to Implement Irrigation Sector Assistance

Agreement

The implementing Agencies are institutionally capable of
completing the remaining rehabilitation work and that certain
policy and organizational constraints for Farmer Organization
strengthening and Water Management need to be in place to
assure sustainability and effectiveness. Accordingly, USAID
added a performance-based disbursement component to the
Project to assure achievement of the critical reforms. The
GOSL has formally agreed to budget and complete the remaining
canal upgrading and rehabilitation over a three year period
after the PACD.

Criteria was developed for implementing the Agreement with
GOSL for the Grant turn-over of funds remaining under ISMP at
PACD. The terms of this Agreement were stipulated under the
criteria established for release of Tranche funds included:

Tranche 1 (S 3.0 million) Prepare Standard FO Hand-Over
Agreement and Prepare FO
Eveluation Criteria for Hand-
Over

Tranche 2 ($ 2.0 million) Hand-Over Distributary Canal
Systems to 30 DCFOs and Set—up
Water Management Cells in the
Seven Schemes of the Project

Tranche 3 ($ 2.0 million) Hand over another 10
Distributary Canal Systems to
DCFOs and ensure that VWater
Management Cells in two of
seven Schemes are in full
cperation; and that three SLFO
are established and
functioning.

Tranche 1 was completed and funds released in September 1991;
Tranche 2 was completed and certified by TA contractor in December
1991 and funds released to GOSL in February 1992, and Tranche 3 was
completed and certified by TA contractor by PACD 30 June 1992.




PROJECT SUCCESSES AND SHORTCOMINGS

ISMP achieved major successes in meeting MOST targets and, more
importantly, in its participatory approach. These successes are
described below,

Project Successes

o Formation of DCFUs/SLFOs for 0&M and Agri-Business Activities

180 DCFOs were formed under this Project made up, on average,
of 10-12 Field Canal Groups. SLFOs were formed in six of the
seven ISMP Schemes. While the role of the SL¥F0s is evolv ng
and varies from scheme~to-scheme, in general, the SLFO is the
spokesman for the DCFos with outside agencies and it handles
scheme-~level and main system concerns. The DCFOs have all
received training in the Operation and Maintenance of their
Distributary Canal Systems and Financial Management. DCFOs
have otficially taken over the responsibility trom the GOSL.
While the majority of these groups still require training and
modest technical assistance .in order to function, many have
been assisted in taking significant steps in serving their
membership in areas outside the originally-envisioned area of
O&M. Specifically, the DCFOs have become involved in agro-
input supply, including seeds and fertilizer; improved water
management through the preparation of Crop Production Plans;
and processing, storage and marketing. Five DCF0Os were
recently approved for lvans from the National Development Bank
for the establishment of DCFO-owned and managed rice mills.

Formation of Women's and Youth Organizations

Started in late 1990, the formation of Women’s and Youth
Organizations under the purview of the DCFOs was an innovation
which served two major purposes. (1) It significantly
strengthened a number of the farmer organizations and (2) it
provided farm women with the ability to engender a
discretionary income. In the areas where they were formed, the
women and youth conveyed to the DCFO their enthusiasm for the
community activities and income-generating activities in which
they are now involved, such as handicratts, textiles, and the
preparation of jams and jellies. The DCFO member-farmers were
encouraged by their families to ©become an effective
organization so that these auxiliary groups could continue.

Crop Diversification

Production of difterent crops were either introduced or
expanded in the ISMP schemes through the efforts of the
Sheladia Agronomist. Cowpea, mung bean, ground-nuts, soya
bean, chillies, onion and gherkins were among the crops
promoted for planting on paddy fields. In the Polonnaruwa
Schemes, with a command area of 67,500 acres, the percentage
of area cultivated to OFC during Yala increased from 1.7% in
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1987 to 8.8% in 1990. In the Ridi Bendi Ela Scheme (5,800
acres), the percentage changed from 9.5% to 14.6% over this
same period.

Mushroom production was established in Minneriva by training
a group of 30 farm women in its cultivation. Ory straw
mushrooms keep well and garner a higher price. While to date
mushroom spawns have had to be purchased from colombo,
arrangements have been made with the Deputy Director for
technology Iransfer to begin a small-scale spawn production in
Minneriya.

Volunteer Farmer Extension Workers

When the Crop Diversification Program began, the Department of
Agriculture had a well-trained grass-roots cadre of
extensionists. Shortly, thereafter, these personnel were
absorbed by other entities and ceased to serve their former
role. To address the serious problem of a lack of information
and technology flow, the Sheladia Agronomist selected,
motivated and trained a group of volunteer farmer extension
workers. One was selected from each DCFO and given one-week of
training, followed by field-training and provided with "in-
service" training in areas such as soil-tillage, 1land
preparation, crop selection, crop establishment, plant
protection and small farm machinery. This program began in
1991 and continues as of PACD.

Beneticiary Participation

1SMY embraced the participatory approach involving farmers and
farm families extensively in Project activities. Members of
the tarmer organizations were supported in the development of
their own plans, procedures and regulations. These groups
collectively participated in Shramadana activities (volunteer
community labour) and other community functions along the side
of government officials. Participatory management of
Irrigation Schemes was initiated by 1ISMP through the
involvement of the DCFOs in the management of the Schemes. The
operation and maintenance of the Distributary Canal System in
more than 40 DCFO areas have already been taken over by DCFOs,
while the other areas where DCFOs have been formed are being
operated and maintained jointly by the Irrigation Department
and the DCFOs.

DCFOs were given the status of legal entities and entered into
contracts for rehabilitation works in the D~canals they would
come to operate, maintain and manage. DCFO participation in
these construction works was 1initially problematic, but
eventually rapid progress was made and the limit on contract
value was raised by the GOSL from Rs. 25,000 to 50,000,
250,000 and finally 750,000. The participation and involvement
of the DCFOs in 0&M improvements enhanced their awareness of
their responsibilities as beneficiaries of the Irrigation
Schemes. It also helped them improve their capabilities in

14




undertaking contract works on irrigation facilities.

.Introduction of VOCA

Sheladia initiated the involvement in ISMP of a US private
voluntary organization known as VOCA-~-Volunteers in Overseas
Cooperative Assistance. VOCA sends highly-skilled volunteers
to various developing country sites only at the request of
local communities. This organization was invited to visit
several of the Women’s Organizations in Minneriya to ascertain
what could or should be done in the way of specialized
training and technical assistance. A select number of Women's
Organizations defined their interests and formalized a
request. VOCA provided the first volunteer, in what both
Sheladia and VOCA expect to be a continued stream of
volunteers, in May of 1992,

Establishment of levelopment Funds

The collection ot U&M tees was obstructed by local political
tactors early in the Project, L1SMP was eventually able to
circumvent the problem, in part, through the establishment ot
the VDUFO Development Fund. This Fund has several! sources—-the
DCF¥O enrolment fee, seasonal membership tees, profits trom
rehabilitation work contracts, and profits from agri-business
activities. The Fund, however, also must serve purposes other
than just O&M--e.g., capital requirements for agri-business
activities, investments, etc.

Development of a Practical MEGF System

In spite of initial difficulties, a well-conceived and
practical Monitoring, Evaluation and Feedback System was
developed and first put in place in early 1991. Training in
the collection and analysis of information was conducted at
all levels. There was a follow-up review of the program in
early 1992, when the ME&F System was refined and further
training needs identified.

Annual Maintenance Plans

The Annual Maintenance Plans and Cost Estimates developed for
the Main Systems of the seven ISMP Schemes was a major eftort
and accomplishment. Nowhere in Asia has a program been
developed with such detaii and planning. Again, the plans were
developed in collaboration with GOSL and the various levels of
tarmer organizations.

Establishment of Water Management Cells

Water Management Cells have been set up in al) the Schemes
within the ISMP. The Plan is already under implementation in
the Giritale, Kaudulla, RBE and GOLB Schemes. A TA who will
head the Scheme Water Management Cell will also be working
full time ©supervising operations activities in their
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respective Schemes. Installation and calibration of measuring
devices has been undertaken and patrol 1labourers have been
assigned to gather field data to be fed into the computer
mode l.

Attainment of lrrigation Sector Assistance Targets

An accelerated program was introduced in the final year ot
1SMP which called tor the GOSL to achieve certain targets, by
specific dates, in order to receive designated funds. Sheladia
assisted the government in meeting stringent deadliines tor,
among other things, establishing Water Management Cells and
preparing a large number of DCFOs for official take—over ot
their D-level systems.

Project Shortcomings

o] Implementation of the Preventative Maintenance Plans

While relevant detailed PM plans were collaboratively
developed in each 1SMP Scheme, they have yet to be tested by
actual implementation.

PM could not be implemented before the completion of the
rehabilitation works. The rehabilitation schedule for ISMP was
far too optimistic given that a short construction period
(only two months, so as not to disturb cultivation) and the
delays caused by civil unrest.

Collection of O&M Fees

O&M fees are being collected as so-called enrolment and
membership fees, but collections are not universal. In some
DCFOs, a substantial proportion of farmers are not paying
their share. All members must pay their fees or be sanctioned
in some manner. Otherwise, the free-rider ©problem will
undermine participants’ motivation.

LESSONS LEARNED FROM PROJECT

Farmer Organization Development

The handing-over interviews of DCFO Officers and members of the
Board of Directors proved wuseful in furthering farmers’
understanding of the importance of farmer organizations, as well as
increasing their production and income. If this evaluation had been
introduced earlier in the DCFO’s development, the 1SMP FO Program
would have advanced even more rapidly.

Collection of O&M fees 1is a sensitive matter. Rather than
collecting fees for 0&M, per se, ISMP promoted the establishment of
DCFO Development Funds which would be used not only for 0&M, but as
working capital for other income—generating activities. This has
been a successful strategy.
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Finally, organizing farmers is a difficult task. It takes time,
motivation and a set of practical incentives. The farmers have
ditterent problems pertaining to water, land and other resources
and they cannot be treated as monolithic. In working with the
tarmers, it is helpful to understand them from a humanistic point
of view.

The development and sustainability of Farmer Organizations depend
on all water-users becoming members of the DCFOs and the DCFOs in
turn must serve the needs of their members. It is essential that a
constant dialogue be maintained among DCFO Representatives and the
DCFO0 farmers. Finally, all members must pay their fees or be
sanctioned in some manner; otherwise the free-rider problem will
undermine participants’ motivation.

Operations and Maintenance Improvements

The participation and involvement of the DCFOs in 0&M improvements
enhanced awareness of their responsibilities as beneficiaries of
the 1lrrigation Schemes. It also helped them improve their
capabilities in undertaking contract works on irrigation
tacilities,

Some Sub-Projects take three to four vears to complete due to
existing local conditions and the length of time in preparing
designs and estimates which at times extend up to the close season.
Contractors did not maintain the works they had completed earlier,
therefore the works deteriorate even before they are turned over
and reported as completed.

Various types of structures have been constructed within the ISMP
area depending on various factors. Rubble packing of scoured
outlets of structures and side slopes of big canals are common
sights and are still in place. 1ln other areas retaining walls/toe
walls have teen constructed instead of rubble packing. Toe walls
are also constructed on small field canals which appear to be too
bulky and inappropriate for small canals. Rubble packing would
have been better or even well compacted earthfill would have been
sufficient.

Improvements to headgates of turnouts for the installation of screw
type sliding steel gates come in different sizes and shapes. It was
observed that improvements undertaken on these structures in Gal
Uva RB, Ridi Bendi Ela, and some schemes in PSS in Polonnaruwa, are
ot the correct height and size and are more economical to construct
than the others. The more economical ones have been highlighted in
the Quarterly Report for the quarter ending September 1991.

Based upon detailed results developed for the twelve DCFOs in the
Giritale Scheme the following information regarding the maintenance
ot the bV and ¥ canals to be taken over and maintained by the DCFKUs
can be stated:

The average Annual cost Maintenance of the DCFOs in Giritale
Scheme was about Rs. 205 per acre.
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- Labor requirements of the Maintenance Cost was found to be
about 75% or about Rs. 155 per acre.

- Cost of material, equipment, fuel, etc. is only 25% of the
Maintenance Cost, or only Rs. 350 per acre.

Based upon the above resujits it can be concluded that the annual
cost needed tor the NCFO to maintain their D and F canals is only
apbout Rs. 50 per acre provided the members contribute their labor
to the organization in order to implement the Annual Maintenance
rlans.

Uperation and maintenance are parallel, but separate activities in
the Ilrrigation Schemes. The funds for these activities are usually
given as lump sum appropriations. The Annual Maintenance Cost for
the Main System have been prepared tor most the Schemes within the
ISMP area. An Operation Cost Estimate tor the Giritale Main and
Distributary System was prepared based on the actual needs for
sustained operation including the operation of the Division
Computer Center. It is expected that the lump sun appropriation
provided by the IMD for O&M of Schemes, would now be easier to
allocate based on the these estimates for the individual activities
and will redound to a more efficient and effective implementation
of the O&M program of the respective systems.

During walk-through surveys for planning rehabilitation works, more
care should be made in considering which works are to be given
priority especially when funds are limited. Canal structures that
are about to collapse but could still be saved are easier to repair
and provide a better ecnomic return. They must be given priority
over those that have already collapsed.

In the selection of the type of canal protection structures to be
adapted, the use ot the rubble packing against the bulky and more
expensive toe walls must be closely studied, especially in areas
where the topography is flat and the danger of canal washout is
not i1mminent.

When improving turnout headgates tor the installation ot screw type
steel gates, the smaller structures like the ones constructed in
Gal Uva RB, Ridi Bendi Ela and some parts of Parakrama Samudra
Schemes should be considered and adopted in the untinished Sub-
Projects and/or in future rehabilitation projects.

Rubble packing should be used to stabilize the canal side slopes at
the outlet of drop structures with outlets already being scoured.

Pipe outlets in field canals must not extend bevond the toe of the
canal embankment. If the width of the canal bund is sufficient, the
. pipe outlet should extend only up to the toe of the canal bund.
PROJECT SUSTAINABILITY REQUIREMENTS

Purpose and Objectives of Follow-on Activity
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I'ne Purpose of future Project activity in the 1SMP Schemes is to
provide greater sustainability while promoting a gradual and
planned transition away from external support. Specifically, the
tollow-on should seek to continue to increase rural incomes through
improved yields, diversified production, and improved water
management, while institutionalizing farmer self-reliance in the
operation and maintenance of the irrigation systems on a sustained-
renewal basis.

The objectives of future Project activity will be to:

1. Strengthen Farmer Organizations through +training and
experience 50 that they are financially and
institutionally capable of sustained existence and
organic growth.

Strengthen Farmer Organization capabilities in improved
operations and maintenance and management of their
Distributary Canal Systems.

Promote agri-business and other income-generating
activities among the Schemes’ farmers.

Ensure fuller participation of Women in Development and
in the benetfits of development.

Strategies

A set of strategies to achieve these objectives was developed
during the Sheladia 71eam’s Lessons Learned Workshop conducted
during the last month of 1SMP. These are presented below. Given the
extent of current needs, it is proposed that a three-year etfort be
planned which would provide technical assistance and training on a
declining basis.

Strategies for GOSL

0 Decentralize GOSL coordination of field activities, but
continue to liaise with a National Project Director.

Improve periodic inter—agency scheme-level meetings; provide
resources for lunch, travel, honoraria; improve management of
meetings (minutes, agenda, guest speakers, etc.).

IMD should continue to support Crop Diversification activities
from internal or PL 480 sources.

Use the Irrigation Sector Assistance Fund, in part, for
tollow-on activities.

Appoint iDOs for each major scheme at a frequency of one per
10,000 acres.

Make Agricultural Instructors available for Crop
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Diversification and Paddy Production at a frequency of one per
10,000 acres.

Continue the financing of Financial Management/MEF Assistants
as long as needed.

Assign one full-time ID official (Technical Assistant level)
for O&M at each scheme.

Provide the 0&M funds required for +the Preventative
Maintenance and System Operations Programs for the Main
Svstems as developed during ISMP.

1D should implement Preventative Maintenance Program tor the
Main Systems.

ID should implement improved Systems Uperation Program.

1D should complete the DCFO Annual Maintenance Plans for Gal
Oya Right Bank and Left Bank Systems.

1D should continue to provide technical support to DCFUs in
construction management, quality control, maintenance and
operations.

Strategies for Implementors (GOSL, USAID, Contractors, NGOs/PVOs)

o

(o]

Strengthen legal status of DCFOs.
Develop SLFOs as legal entities.

Facilitate DCFO access to credit or grants for start-up
capital for such outlays as warehouses, weigh scales, mills,
trucks, etc.

Maximize wutilization of Women’s Organizations in income-
generating activities.

Expand Women’s Organizations’ participation in DCFO
activities, as well as planning and decision-making.

Encourage VCKO to hire paid emplovees for technical and
management support. Provide FM/MEF training to these DCFO
employees.

Provide MEF, Management, Business and Leacdership Training for
DCFO/SLFO leaders.

Spread the burden of DCFO activities through the formation of
various Work Committees which would develop and implement
plans and monitor and evaluate related activities.

Use external PVO/NGO resources, such as VOCA, ACDI, and the
Ford Foundation.
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Use Sri Lankan PVO/NGO resources increasingly, such as those
ot Janasaviva Trust Fund or Sarvodava.

tacilitate DCrO-financed compensation for Jalapalakas and
Field Canal Representatives.

Upgrade 10 capabilities and retrain as DCFOs’ requirements
mature.

Continue to provide modest material and financial resources to
DCFOs and SLFOs on a declining basis with an aim towards
establishing them as viable business entities.

Focus efforts on identifying priority DCFOs, to be selected
based on needs and potential impact of interventions. Provide
at least some continued assistance to all DCFOs to provide
equitable chance of sustainability.

Maximize utilization of existing GOSL channels for
implementation.

Undertake Training Needs Assessment of DCFOs and SLFOs to
assist in targeting limited resources.

Progressively develop linkages with Governmental Agencies,
NGUs/PVUs and private sector entities.

Continue, at an intensitied level, awareness-raising among
PCrus of the requirements of privatization (e.g., hiring of
managers and 10s, financial management. etc.).

Expand crop diversitication activities.

Continue involvement of DCFOs in decision-making concerning
rehabilitation, O&M and system operation.

Continue DCFO participation in rehabilitation contracts, and
expand to include Distributary-Level work.

Ensure +transparency in the awarding of contracts and
management of DCFO/SLFO funds.

Rationalize incentives; do not punish successful DCFOs.




Reinforce DCFO/SLFO capability to prepare, implement, monitor
and evaluate the following:

Seasonal Crop Production Plans
Annual Maintenance Plans
Annual Budgets

Crop Marketing Plans

Business Management Plans

0O&M Plans

Preventative Maintenance Plans

CONCLUSIONS

sustainability

(o]

¥armer Organization Development

]

Each of the major components of this Froject will require
additional assistance in order to trulfil the Project Purpose
of improving rural incomes through tarmer-managed operation
and maintenance of irrigation systems on a sustained-renewal
basis. While the TA Team succeeded in organizing almost 180 D-
Canal Farmer Organizations, each with an average of 10-12
Field Canal Groups, the capabilities and cohesiveness of these
organizations varies greatly. Some organizations have been
formed very recently while others have been in existence for
some time but are plagued with problems; it is important that
IMD/1ID continue to support and reinforce their efforts.
Further training in Financial Management, Planning, MEF and
Business would have a tremendous pay-off given the level of
interest and enthusiasm among farmers at this time.

Finally, it must be recognized that, in general, all of the
DCFOs and SL¥Os are in their infancy, especially with regard
to agri-business activity,.

Operations and Maintenance

The information and data developed for the Annual Maintenance
Pians and related documents, if implemented wunder the
Preventative Maintenance Program after 18MP, should be
ettective in sustaining the Main S8Systems provided the
maintenance tunds in the Annual Maintenance Plans are provided
to the 1D by the GOSL tor each Scheme. So tar the funds
allocated for maintenance by the GOSL tor the four Schemes in
the Polonnaruwa Range 1is only about 40% ot that required
according to the Annual Maintenance Costs developed for the
Main System ot these four Schemes. Furthermore, part of that
budget allocation for Maintenance was to be used tor the D-
Canals, so it is even less than 40% of the Main System
maintenance required.

Additional funds must be allocated for Main System Maintenance
if the ISMP Schemes are to be sustained through the
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Preventative Maintenance Program without the need for major
rehabilitation in the future.

'The Annual Maintenance PFlans and Costs developed for the
Distributary Systems of 5 of the 7 Schemes (92 out of 201
DCFOs) ot the Project was a major accomplishment. The Annual
Maintenance Plans should be eftective, provided the DCFOs
develop the man-power and funds to tully implement the plans
for sustaining the systems. To date, these Annual Maintenance
Plans hnave not been implemented by the DCFOs, theretore
conclusions asz to the effectiveness of the Preventative
Maintenance Program at the Distributary Canal Level would be
premature.

The Action Plan for the implementation of improved water
management in all the ISMP Schemes were developed after
discussions and review of past experiences. The Plan is meant
to improve the management of the available resources within
the Schemes. The implementation of the activities under the
plan 1is easy but requires dedication and perseverance.
Operation and Maintenance is not an attractive field,
therefore the personnel involved should be properly motivated
and compensated. Otherwise they may favour other fields of
Engineering. The Irrigation Department has technical personnel
who are very capable of undertaking the implementation of the
Plan. There are individuals who like to undertake challenges
and this is a very challenging activity.

Ettectiveness

The Project achieved its goal in a significant manner. In some
instances, goals were exceeded. A major exception was the
delaved impiementation of the Preventative Maintenance Plans
and the overall program in Ampara, due to unrest in the area.
The PM program was effective because detailed plans were
collabcratively designed. 7These plans were difficult to
implement, given the extremely short construction/maintenance
season. Also, PM could not begin until rehabilitation was
completed.

The reader is referred to Chapter II of this Report for a
detailed review of accomplishments against targets for each
Project component.

Relevance

In some ways, the development constraints the Project was
designed to address are no longer relevant to AID's current
development strategies. Foremost of these was the Project’s
objective of developing a mechanism that would allow O&M of
selected irrigation systems on a sustained-renewal basis.
while AlD has apparently retreated from the funding of
irrigation rehabilitation projects, several considerations
continue to make ISMP strategies relevant, in substance. Some
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of the specific strategies used by ISMP to promote rural
income generation, technology transfer, and improved resource
use, were:

Women-in-development

Agro-enterprise development

Land tenure

Beneficiary participation

Soil and water conservation
Self-financing operations/privatization
Crop diversification

Public-private partnerships

00000000

Efficiency

It is important +to note that the multi-disciplined,
participative approach envisioned in the Project Paper and
implemented by the TA Team was etficient. Each component
oftered reinforcement to the ©others. The enlarged role
developed for local professionals provided both a critical
mass and an intimate knowledge of local conditions which was
cost—etfective. ln addition, Sheladia believes that the role
ot local vprotessionals contributed significamtly to the
Project success. 1t should also be noted that the costs
incurred on this Project were relatively low compared with
those of other similar ongoing projects in Sri Lanka.

In hindsight, efficiency would have been improved if the
following had been incorporated in the Project design:

Awareness by the target groups’ of Project objectives and
plans was not achieved until the latter half of LOP. Had there
been a mass media awareness campaign at the beginning,
earlier participation of the targeted farmers would have been
achieved and Project objectives enhanced.

If there were direct contracts in construction with the farmer
organizations, supervised by private sector firms,
rehabilitation work could have been accelerated--at the same
or lower cost.

Local and overseas training would have provided greater
benefit to the Project if it had taken place in the first year
or two ot the Project, or even in a pre-Project phase.

Impact

While it may be too early to make derfinitive judgements as to
the positive and negative impacts of 1SMP, some notable
changes have. Positive impacts include:

Acceptance by farmers of participatory irrigation system
management including an awareness and acceptance of the
government's inability to cover 0O&M costs.
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Farmers involvement in diversified income-generating and
financial management activities.

Introduction and acceptance of economical methods of
rehabilitation were introduced and adopted (e.g.., use of Dry
Rubble Packing vs. Toe Walls)

Greater equity in the allocation of water, due to training in
water management and installation of water measuring devices
at headgates and boundaries of DCFKFOs.

Use of the Field OUperations Units established by ISMP by 10,
IMD, field personnel and farmers.

A high level of enthusiasm exists among Farmer Organizations
and VWomen's Organizations, while expectations appear
reasonable,.

A major potential negative impact that could be envisioned is that
an indeterminate number of DCFOs may falter, making it much more
difficult for any future effort to get cooperation.

RECOMMENDATIONS

The ISMP Team developed a set of recommendations for each component
of the Project as well as a set which applies across the
components. These recommendations were developed to address the
issue of the social, economic, institutional and physical
sustainability of ISMP.

Because some of these recommendations are more urgent than others,
some are essential and some are more broadly applicable, they have
been organized along these dimensions in the body of the report.
Inis Executive Summary presents only selected essential
recommendations which, it implemented, will provide substantial
benefit and, it ignored, may result in eventual reversion to pre-
Project status in one or more of the Project’s components.

The majority of these recommendations have applicability beyond the
bounds ot the (SMP schemes in Sri Lanka; those that do not are
followed by "ISMP" or some cther delimitation in parentheses. There
is also a separate section for recommendations pertaining to the
Ampara Range because of the less developed status of its schemes.

The designation of some recommendations as implementable in the
Medium-Term does not mean to suggest there would not be an
advantage in an early implementation, but simply that they can be
delayed for a limited time should resources be presently inadequate
to undertake the proposed program in its entirety.

It is hoped that this organization of the recommendations will aid
persons continuing the work ISMP started, as well as designers and
implementers of similar projects, to set priorities and assess the
policy implications of certain strategies for technology transfer
and sustainable development. The reader is encouraged to refer to
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the Recommendations chapter of this report as well as the

Conclusions and Recommendations Sections of the individual team

members' End-of-Tour Reports for full elaboration.

General

Essential Recommendations to be Implemented Urgent'y:

1.* Improve the awareness among Project participants of the
Project's objectives, strategies and approach to
implementation.

2, Complete the outstanding activities programmed for 1992,

Farmer Organization Development

Essential Recommendations to be Implemented Urgently:

1.* IMD should assign an officer to each of the Districts to
coordinate the activities of the Project Managers.

2. Continue to i1nvoive women in agro-processing and other income-
generating activities.

Operations and Maintenance

Essential Recommendations to be Implemented Urgently:

1.* Provide the necessary transport, communication and
accommodation facilities to the technical staff.

2.* Impose strict quality control standards for rehabilitation
work.

3.* Pay tor field canal earthwork under Project funds. Users can
still pay for this work, but indirectly. DCFOs should be
assessed fees based on average costs of the earthwork. The
Project, through 1D, should then contract out the work. DCFOs
could recoup their fees by undertaking these contracts and
thus an incentive would be in place to assure completion of
the earthwork which has, without exception, constrained cvvery
irrigation project in Sri Lanka.

4.* Utilize rainfall effectively thereby maintaining tank water
levels.

5.* The Technical Assistant (TA) of the Field Operations Unit
together with the DCFO Water Master must make joint walk-
through verification of water needs. (ISMP)

6.* 1 must rehabilitate the D-Canal system prior to the turning
over to DCFUs.
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Essential Recommendations to be Implemented in the Medium Term:

1.~ Revise the present handing-over program for O&M of D-canal
systems so that successful DCFOs can be rewarded financially,
rather than punished with the withdrawal of support-—-sometimes
before rehabilitation works are complete.

Financial Management

kssential Recommendations to be Ilmplemented Urgently:

1. Train and monitor ofticials of VCFOs and SLFOs to assure that
they prepare monthly income and expenditure accounts and bank
reconciliations. ‘

Essential Recommendations to be Impiemented in the Medium Term:

Audit the DCFOs and SLFOs and assist them in the preparation
of balance sheets and profit/loss statements.

Ensure collection of membership fees by DCFOs. The fees should
be stated in kind--e.g., one bushel paddy per acre per season-
-so that inflation does not erode collections in real terms.
Cash equivalent should be welcome at the going rate for paddy.

Rationalize the fee structure to ensure coverage of O&M costs
without free riders while permitting optional participation in
other DCFO/SLFO activities on an equitable basis.

Training
Essential Recommendations to be Implemented in the Medium Term:
1.* 1rain trainers at the SLFO level in ME&F, applied business

management and financial management. (1SMP)

Crop Piversification

Essential Recommendations to be Implemented Urgently:

1.* Undertake cost-return analysis and evaluation of new crops.




I. PROJECT DESIGN
1.1 PROJECT OBJECTIVES

There were five major objectives to be accomplished under the 1S5MP
and they are summarized below:

Objective 1 Assist the IMD/ID to develop and strengthen the
Farmer Organizations in order to improve their
capabilities to operate and maintain the
Distributary Canal System.

Objective 2 Improve the capability of the Irrigation Department
(1D) staff in the operation and maintenance of the
Irrigation Systems.

Objective 3 Support the program for Integrated Management of
Major Agricultural Settlements (INMAS) under the
Irrigation Management Division (IMD).

Objective 4 Institutionalize the training capabilities of the
Agency ©personnel involved in the support of
improved Farmer Organizations, Project Management
and operation and maintenance and management of
their Distributary Canal Systems.

Objective 5 Document the lessons learned for application to
other Major Ilrrigation Schemes in Sri Lanka and in
the Region with special consideration to major
policy implications and/or changes.

These five objectives were primarily directed to the two major
components of the Project, the 0&M and FO Development.

To succeed in achieving these objectives, both of these components
had to receive support and inputs from the other components of the
Project, Financial Management, Monitoring Evaluation and Feedback,
Training, Research, Crop Diversification and Commodity Procurement.
Integration of these components, in order to achieve the
objectives, was done on a continual basis throughout the LOP.

bDuring the Life of the Project major efforts were made to achieve
these five objectives. A summary of the achievements which have led
to the accomplishment of these five Project objectives follows.

Objective 1. - A total of 130 Farmer Organizations (DCFOs),

covering approximately 55,200 Ha of irrigated land, have been
formed and registered under the Project as of 30 June 1992. The
development of these DCFUs started slowly in 1987 and 1988, but by
1989 the program for establishing the DCFOs was well on its way. It
took the first two years of the Project to identity the
hvdrological boundaries and the exact extent of the area to be
included under each BCFO.




In Polonnaruwa and Ridi Bendi Ela Schemes, these boundaries were
well established by the end of 1989. However, in the Gal Oya Right
Bank and in certain areas of the Left Bank, the boundaries of the
DCFOs were still being established in 1991 and finalized only in
1992. To strengthen the DCFOs that were established and to improve
their O&M capabilities over the LOP the ID/IMD and TA Contractor
initiated the following actions:

o The relationship between the 1D personnel and the members of
the DLUFOs improved considerably during the LOP from 1987 to
PACD because ID staft, especially 7TAs, began to work closely
with the farmers in the rehabilitation ot their Distributary
Canal Svstems. This relationship was turther enhanced when the
pPLYUs under took rehabilitation contracts in their own areas
and the ID staft provided day-to-day assistance in
construction management, construction practices and in the
quality control ox the work.

Training in Distributary Canal system operation and
maintenance was provided to the members of all the DCFOs that
were formed by late 1990 and early 1991. This training was
conducted by professional trainers using ID/IMD staff as
resource personnel. All DCFO field canal representatives were
involved in this training along with the senior officers ot
the DCOs. Emphasis was placed on the practical approach to
improve their Distributary Canal operation and maintenance
practices. These practical training courses on O0&M were
extremely successful in helping to achieve Objective No. 1.

The development of the Annual Maintenance Plans by the ID and

TA Contractor provided the means to thoroughly involve the
DCFOs in the maintenance pracess. ID and Sheladia staff
accompanied the DCFO representatives during the Walk-Through
Maintenance Survey of their respective Distributary Canal
Systems. The result of this collaboration was that a great
impact was made in introducing the DCFO representatives to the
preventative maintenance requirements and procedures.

Ubjective 2 - Over the LOP the capabilities of the lrrigation
Department staftf have been enhanced in operation and maintenance
nractices under the following programs:

o} Walk-Through Maintenance Surveys were conducted for all Main
svstems and for over 92 Distributary Canal Systems under the
ISMP to establish the Annual Maintenance requirements for
those systems. \
Annual Maintenance Plans and Cost Estimates were developed for
all Main Systems and for the 92 Distributary Canal Systems as
a result of the Walk-Through Maintenance Surveys.

Implementation of these Annual Maintenance Plans under the
Preventative Maintenance Program is to start in 1992.




An improved System Operation Program was initiated in all
Schemes with the following tacilities put in place:

- Water Management Cell Organizations developed

- Water Management Cell personnel job descriptions
developed
Rain gauge network established
Meteorological station constructed
Field Operation Units established
Computer Operation Centres established
Water Management Computer Model developed
Training in operation of computer model completed
Training in Water Measurement and calibration of
structures for discharge measurement completed
Implementation of the Computer Assisted Water
Management Model initiated in two of the seven
Schemes during Yala 1992 season.

Objective 3 - The ISMP institutionalized the following concepts in
developing the Farmer Organization Program over the LOP and IMD has
introduced these same concepts in other Major Irrigation Schemes in
Sri Lanka.

One farmer group per field channel area

Area of DCFO operation 1is delineated by hydrological
boundaries

Bottom up approach. ie. FCG-DCFO-SLFO~-PMC

Introduction of Institutional Organizers to serve as
catalvsts

DCFO Officer elected by the Organization by vote (secret
ballot)

Introduction of the joint management and participatory
approach to FO activities. This approach allows the FOs to
reach equitable water distribution agreements through the use
of conflict resolution and other +techniques that were
introduced by ISMP.

After obtaining legal recognition, the FOs and DCFOs activated
several new activities other than the 0&M. Some DCFOs engaged
in agri-business and initiated a program to supply agri-inputs
to their DCFO member farmers at a price less than the market
price.

In some ISMP schemes DCFOs organized and purchased
agricultural produce from their members utilizing their own
development funds and credit from the RRDBS.




The sustainability of the Farmer Organizations depends on
their ability to continue to become self-reliant and to fulfil
their own needs. The togetherness of the farmers will lead to
the sustainability of their organizations and the start of new
ventures - for example, establishment of paddy mills in the
DCFOs and other agro-processing enterprises.

Youth organizations should receive training in construction
management and quality control.

Sustainability of irrigation systems (Main and Distributary)
maintenance will be contingent upon the GOSL providing the
required tunds for the Main System and the DCFOs providing the
funds and labour for the Dbistributary Canal Svstems. These
tunds should be based upon costs developed over LOP for the
long-term Preventative Maintenance Program for the Main and
Distritutary Systems respectively.

DCFUs must be required to create and sustain permanent Work
Committees tor OUperation and Maintenance of irrigation
systems, C(rop Production and Marketing Committee, Education
and Training Committee and Financial Management and Monitoring
and Evaluation Committee, with well-defined roles and
responsibilities. This practice will +train more people in
management and reduce the work load of the Presidents. Other
committees, permanent or special, may be organized later as
the need arises. Appointed members should also be allowed to
create sub-committee/s under its supervision when necessary.

As soon as majority of the DCFOs start engaging in group
activities, eg., sales and distribution of farm inputs,
marketing of farm produce, service contracts in Operation and
Maintenance of irrigation systems, contracts in the
rehabilitation of irrigation facilities etc., additional and
appropriate training should be given to Institution Organizers
in preparation for the change in the name of the positions
from institution organizers to 1Institutional Development
Advisers so that corresponding increases in salary may be
effected.

The government should consider developing a special
commendation to award to a DCFO, when the organization has
maintained it’s distributary system in a satistactory manner
and at theilr own expense.

Many UCFOs are already engaged in the sales and distributions
ot farm inputs such as tertilizers, pesticides and seeds. At
least three SLFOs are also engaged in similar activities. At
present, profits are distributed as dividend based on the
number of shares of stock a member has.

The fact +that the number one objective of the farmer
organizations in conducting any agribusiness enterprise is
SERVICE, profits should therefore be distributed to members
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based on patronage and not on the number of shares one has in
the business. This means that a member whe buys more and sells
more through the DCYFO outlet, gets more than those members who
sold less and bought less, when profit is declared.

1f 1IMD retains some of the 10s after the TA team leaves, an
assessment should be made of their individual capabilities to
train the DCFOs on how to prepare, implement, monitor and
evaluate Annual OUperation and provides training and technical
assistance in construction management and quality control ot
construction.

If IMD chooses not to continue the services of the 10s, the I0
responsibilities should be transferred to the ID personnel..
The remaining IMD personnel should concentrate on ME&F, Farmer
Training and lnter-Agency Coordination Activities.

Implementation progress of the Participatory Approach to the
operation and maintenance of distributary canal systems should
be assessed by a team composed of the Assistant Directors for
Training, Financial Management and ME&F every two years.

Prior to Rehabilitation contract work, the DCF0O should meet
with the general membership and review the contract with them.
Full knowledge of contract requirements and estimated costs
will engender the necessary spirit of cooperation required to
undertake the work and complete it successfully.

Ubjective 4 - ‘the [SMP 'Iraining Programs enhanced the knowledge and

changed the attitudes of the 1D, 1IMD and farmers through improved
management of the lrrigation Systems.

0

Field Canal troup Training is important and should be provided
to all group members. Experience has shown that many trained
Field Canal Representatives have not shared the knowledge and
skills gained through +training with other members. As a
result, other than the representatives themselves, the
majority of farmers do not know what is happening in the
system, and more importantly, their own duties and
responsibilities.

It was recognized, during the LOP, that it is wvital to
strengthen the Field Canal Groups and develop cohesiveness
within the group in order to create team spirit as well as
effort.

The 10s played an important role, as catalysts, 1in the
development of farmers and DCFOS. 1n addition, they enhanced
the farmer’s knowledge by explaining the importance of record
keeping and training them to maintain DCFO accounts and
records. In addition, the 10s assisted the DCFOS with bank and
tinancial +transactions,
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Training in leadership, decision making and eftective
communication methods enhanced the knowledge and skills of the
PMs and IDOs. In turn, the PMs and 1DOS trained the I0s and
DCFO officials as well as imparting their knowledge to the
farmers.

Financial Management Training Programs wer= conducted in each
scheme. 155 treasurers were trained ir. FM. This training
improved their record keeping and updating of their books when
transactiors take place.

Objective 5 - During LOP many lessons were learned that will have

an impact on major Irrigation Systems in Sri Lanka and perhaps
elsewhere. These lessons are presented in detail in Chapter VI of
this Volume and are summarized below:

(o]

Renabilitation of Irrigation Systems cannot be effectively
carried out within the cliosed period between seasons without
placing some land out ot irrigation over the LOP.

tThe development of the Farmer Organization is a very slow
process and the handing--over the Distributary Canal! Systems to
them must be planned over a long transition period if the
sustainability of the Organizations are to be achieved.

Farmer Urganizations can be involved in the rehabilitation of
their Distributary Canal Systems, provided they are strong and
the 1D provides training and assistance in construction
management and quality of construction.

Staggered cultivation can be minimized provided a proper
cultivation plan is prepared and implemented at the field
canal level. :

The work done on agronomy during the LOP confirms that small
scale rice production cannot sustain an income level which is
at least 50% of the national per-capita income level.

Other crops can be successfully cultivated and earn higher
levels of income than rice production during Yala in well and
perfectlyv-drained paddy fields. In the Yala, vegetables
planted in well-drained paddy fields will also yield higher
income than rice.

Cropping intensity can be increased by planting a third crop
during the interim season in between Maha and Yala or Yala and
Maha in well and impertectlv-drained paddy lands.

DCrFUs must have trained grass—-roots level voluntary extension
worker tarmers to provide advice on OQFCs ‘to FC group
representatives and tarmers. They should coordinate with DOA
agricultural instructors and other sources for agricultural
information.




1.2 SCOPE OF WORK AND TECHNICAL ASSISTANCE PROVIDED
1.2.1 Scove of Work of the Technical Assistance on the 1SMP

The Scope of Work for the Technical Assistance Team was outlined in
the Project Paper and in Sheladia’s Contract with USA1D. This Scope
ot work is presented as Annex | in the back of this Volume of the
Report.

The ‘Technical Assistance (TA) to be provided under the I1SMP was
expected to play a key role in the assisting the Project meeting in
its objectives. Essentially all of the items of work that were
included in Annex 1 were tollowed closely and monitored on a
monthly basis as presented in Sheladia’s Monthly Activity Report
under "Performance Monitor of the Consultant’s Scope of Work". A
copy of the last performance monitor from the Consultant’s Monthly
Activity Report of June 1992 is presented as Table 1-2-1. These
monitoring charts cover the period from december 1989 to June 1992.
Based upon these performance monitoring Charts (8 sheets), most of
the items under the scope of work for each component were
undertaken and completed over the LOP.

However, under some of the Project Components, Sheladia provided
additional assistance in order to enhance the implementation of the
Project. These additional technical assistance efforts are
summarized by component as follows:

Farmer Organization Development

o] VOCA Training Program for Women

The women ot the Minneriyva Scheme tormed 17 Women’s Organizations
under the umbrella of the Distributary Canal Farmer Organizations.
'he ofticials or these organizations met and formed the System
Level Women's Organization for Minneriva Scheme. Ms. Audrey lutz,
vice President of Sheladia Associates, lnc. visited the Minneriya
Scheme on 15th April 1991 and met the Officials of the System Level
Organization. 7The Otficials requested that Ms. Lutz make
arrangements for them to receive skill training in processing and
preserving truits and vegetables. When she returned to the United
States she made enquiries with the Volunteers 1in Overseas
Cooperative Assistance (VOoCa). Subsequently the Regional
Representative of VOCA visited the Women’s Organizations in
Minneriya on 19 March 1992, The Regional Representative agreed to
give training assistance to the Women’s Organizations and then held
discussions with USAID Officials and the Project Director of ISMP
confirming that VOCA would be able to send a Volunteer in Mid-May.

Mrs. Julie Michiel from VOCA arrived at Galamuna Wijaya on 18 May
1992. The training program continued for six weeks and the women
have learned theory as well as the practical approach for making
jam and cordials. After a five day training program the women
divided into small groups and made the jams on their own. The
second group Hatamuna DCFO, started their training program on 2
June 1992 and the number of participants increased day by day.




The women who are planning to make jams and cordials, will receive
financial assistance from the local banks to promote their
products. Inguiries about their products have been received trom
the lccal market.

(o} Women’s Organizations under the ISMP

One of the 1innovations introduced to the Farmer Organization
Program was the formation of Women and Youth Organizations under
the umbrella of the DCFOS. This was pioneered in the Minneriya
Scheme and followed by Giritale, PSS and Gal Oya LB Schemes. The
Giritale and PSS organizations could not gain any support from the
IMD or ISMP but Minneriya and Gal Oya LB Women’s Groups organized
themselves, created income generating activities and developed a
spirit of togetherness among themselves. The seventeen women’s
organizations formed in Minneriya Scheme and the three in Gal Oya
LB under the purview of the DCFOs have been very active.

1. women's organizations formed in Minneriya formulated a
constitution for their groups and created a System Level Women's
Farmer Organization. All of these organizations have opened bank
accounts. Some have started sewing classes and some have initiated
mushroom cultivation and crafting artificial flowers. 7The Vice
tresident ot Sheladia, Ms. Audreyv Lutz donated three sewing
machines to the OSvstem Level Women's FYFarmer Organization in
Minneriya. .

Gal Uya LB women's organization members grouped together and
borrowed funds from the People’s Bank and the Bank of Ceylon to
start new ventures like making garments, animal husbandry and
yvyoghurt processing.

o Marketing

For many years farmers have faced a major problem in marketing
their products. In the past they could not get a reasonable price
for their prcduce. There are many government institutions to assist
marketing, but they are not active when farmers require the
services. Farmers, often are at the mercy of unscrupulous traders
and other negative elements.

During 1991 Yala farmers sold their paddy below the guaranteed
price and some could not cover their costs after paying loans back
to the bank. This was discussed in detail at the PMC meeting and
the DCFO meetings in the ISMP areas.

The Sheladia Institutional Development Specialist met the Central
Bank's Anuradhapura Regional Manager and explained the situation
that the farmers had faced during the 1991 Yala cultivation

season. t'he Sneladia S8pecialist requested that the Bank and RRDB
provide assistance to the Farmer Organizations in purchasing paddy
auring the coming 1992 Yala season. lDuring the Yala season, the
RRDB opened a Bank Branch at Hingurakgoda and granted a loan ot Rs.
250,000 +to the Ulpothwewa UDCF0O to purchase agricultural produce
from the farmers. When the DCFO began to purchase paddy it
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increased to Rs. 7/kg. The lessons learned encouraged DCFOs to make
arrangements to buy paddy 91/92 Maha season and 8 DCFOs in
Minneryia Scheme also purchased paddy during this season Other
DC¥O0s learned not to sell paddy below the guaranteed price, from
the experience of the other DCFUs. The guaranteed price prevailed
in all the 1SMP areas during the seasons including Gal Oya RB/LB
and KBE. 1In RBE, and DCFO engaged in purchasing paddy from the
tarmers in collaboration with the Multipurpose Cooperative Society.
1'he guaranteed price prevailed throughout the Schemne.

1n the Kaudulla Scheme, DUFOs purchased 1.8 million rupees worth ot
paaddy trom the farmers. lIn Minneriva Scheme DCFOs purchased about
3.6 million rupees worth of paddy from its members. This is a major
preak through in FO Development.

0 Agri-Business

The four schemes of Polonnaruwa District produced an average of 5.8
million bushels per season. Most of their produce was transported
outside the District and sold below the guaranteed price. The DCFOs
discussed this problem at meetings. Steps were taken .in the
district to establish paddy mills in a few DCOs.

The 1Ds discussed this problem with the General Manager of the
National Development Bank and formulated a program to assist the
farmers. The Bank officials visited the five DCFOs in Kaudulla and
Minneriya Schemes and agreed to finance five paddy mills on a pilot
basis. This scheme has been approved by the bank authorities and
the legal documents will be signed in June 1992.

The DCFOs and PMs must monitor the progress of mills and make
arrangements to pay-back the instalments to the Bank. Prompt
repayments will determine if loans will be made to the other DCFOs.

o} Irrigation Sector Assistance Agreement

Irrigation Sector Assistance Agreement is a new approach that has
accelerated and enhanced the development of the farmer
organizations and 1D water management under the 1SMP. Under this
Agreement, the Distributary Canal Farmer Organizations were
encouraged to participate in operation and maintenance of their D-
canal systems. To facilitate this, Sheladia’s F.0. Specialist has
assisted USA1lD and the GOSL in:

Drafting the memorandum of understanding to be signed by
representatives of FOs, IMD and ID;

Preparing the criteria and score card that was used to
determine whether a DCFO has reached a level of
competency to be a part of the agreement;

Evaluating DCFO candidates for management take-over of
distributary canals;




Identifying the weak points of the Farmer Organization
Development Program and recommending and implementing
probable solutions and

Improving the present ME&F system to cater to the present
need of the DCFOs.

Operation and Maintenance Improvements

o Sheladia’'s O&M Engineer and Engineering Assistant completed
the Annuel Maintenance Plans and submitted reports on the Main
System and the twelve DCFOs in the Giritale Scheme. There
reports and plans were the basis for replicating the Annual
Maintenance Plans for the remaining six Main Irrigation
Systems and 189 DCFOs under the Project.

The 1implementation of the Water Management Certification
requirements under Tranche 2 and 3 of the Irrigation Sector
Assistance Agreement were completed on schedule by the O&M
Engineer and $§ 4.0 million transferred to GOSL prior to PACD.

Financial Management lmprovements

The Sheladia Financial Management Specialists achieved the
tollowing ¥.M. improvements:

o] Instead of O&MN Fees, DCFOs levy membership tees on the
members. Assistance was provided to IMD in introducing a
simple F.M. System to the DCFOs.

DCFOs create Development funds and utilize that money for
supplying or agro-inputs and for material for construction
work.

125 DCFOs have a balance of Rs. 2,465,314 (more than USS
50,000) in their Development Funds.

FM Assistants, Institutional Organizers and FC Representatives
were trained in Financial Management in order to have sound
and viable DCFOs

The preparation and the introduction of annual budgets to the
DCFos; the 10s and DCFO officials were trained to implement
the budget

155 DCFOs have opened bank accounts

22 DCFOs obtained credit facilities to buy Fertilizer and
Agro-Chemicals

17 DCFOs in the marketing ot agricultural produce with the
concurrence of the Regional Rural VDevelopment Bank

‘The opening of RRDB in Polonnaruwa and Ampara District were
initiated and expedited
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o Advice and monitoring procedures were given to DCFO Treasurers
in the preparation of Income and Expenditure Statements for
presentation at the monthly DCFO Meetings

o Training was delivered to PMs, IDOs and 10s in checking FM
books of the DCFO on a periodic basis

o DCFOs began exploring the possibility of employing a part-time
person to conduct an audit of the DCFOs FM books as a
requirement of their constitution

o 'he FM Account System was introduced to the SLFOs by FM
Assistants

0 All 8'..-0s8 have opened bank accounts with the State Bank

trop Diversification

The Crop Diversification Specialist initiated the . following

activities:

o] Inter-disciplinary approach +to <crop diversification was
initiated over the LOP

(o) Staggered cultivation practices were minimized in all ISMP
Schemes

o Block and field canal level demonstrations were developed

o] Demonstration of zero-tillage planting in large blocks was
promoted

0 Assistance was provided in the production of other food crops
in well drained paddy lands during the Maha Season

o] Training for Volunteer Extension Worker Farmers was
implemented

o A seed production program was initiated

o A mushroom production program was initiated
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I'raining .

Svecial training was designed and delivered by Sheladia Expatriate
Short-term Specialists. These programs were key factors in the
success of the 0&M and FO Development Components, having included:

o Field Canal KRepresentatives trained in Operations and
Maintenance

o Technical Assistants trained in Water Measurement Practices

o IEs trained in Computer Assisted Water Management Model

o 10s, 1DOs and Farmer Officers trained in Financial Management
and on MEF

o ID staff trained in Preventative Maintenance

o Work Supervisors trained in construction and quality control.
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1.2.2 TECHNICAL ASSISTANCE

Sheladia Associates Inc., provided Technical Assistance to support
the Government of Sri Lanka in attaining the objectives of the
Irrigation Systems Management Project. Sheladia was requested to
provide technical advisory services including management,
engineering, training, procurement, and other relevant services
under the contract with USAID.

Under the ISM Project, Sheladia worked with the Irrigation
Management Division (IMD) and the Irrigation Department (ID) of the
Ministry of Lands Irrigation and Mahaweli Development (MLIMD) and
with other departments and Agencies of the Government of Sri Lanka
(G8L) to carry out the second phase of a coordinated Water
Management improvement Program begun in 1979 under USAlD’s Water
Management PMroject in Gal Oyva.

Assistance was provided through the 18M Project, at the national
level. to upgrade MLIMD institutional capacities to improve the
pertormance of existing major irrigation systems, at the field
level to test and demonstrate several new approaches to
rehabilitation and management improvements. Coordination with GSL
Agencies responsible for Agricultural Extension, Research and other
support services to help assure that the improvements in water
management are translated into increased agricultural production,
was a vital factor in all implementation efforts.

During the five year life of Project, Sheladia was to provide
approximately 250 person-months of long and short term local and
expatriate professional services in the disciplines of irrigation
engineering, farmer organization, agricultural economics, agronomy,
finance, systems engineering, computer applications and training.
In carrying out the scope of work it was envisaged that Sheladia
would utilize local expertise wherever possible through a sub-
contract w'th a Sri Lankan Consulting firm or other arrangements.
It was estimated that approximately 116 person-months of Sri. Lanka
professionals services would be required to effectively carry out
the required tasks.

Over the LOP Sheladia provided the following person-months in the
various categories as shown in Table 1-2-2,




TABLE 1-2-2 .
SUMMARY OF TECHN1CAL ASSISTANCE PROVI1DED

CATEGORY OF STAFF PERSON REF. TABLE

Long-lerm Professional (Expatriate) 148.86 (Table
Short-lerm Protessional (Expatriate) 31.19 (lable
Long—'term Professional (Local) 316.30 (Table
Short-Term Protessional (Local) 17.78 (Table
Long-Term Administrative (Local) 504.56 (Table
Short-Term Administrative (Local) 15.17 (Table
Sub~Contract Protessional (Expatriate) 24.30 (Table
Sub~-Contract Protessional (Local) 53.30 (Table
Home Office Management (Expatriate) 4.90 (Table
Home Office Technical/Proc. (Expatriate) 15.15 (Table
Home Office Administrative (Expatriate) (Table

MNP WA

Total Person-Months 1159.31

The detailed distribution of people in the eleven categories above
are presented in Tables 1-2-4 to 1-2-14 at the end of this Section.
The schedule of staff deployment over the LOP is presented in
£xhibit 1-2-1. The estimated level of effort compared to the actual
person~-months expended is reflected in Table 1-2-3 below.

TABLE 1-2-3
ISMP TECHNICAL ASSISTANCE TEAM
COUMPARISON OF ESTIMATED VS ACTUAL PERSON-MONTHS

1-42-3)
1-2-4)
1-2-5)
1-2-6)

Original Actual Under-Run/

(P.M) (P.M) Over /Run

H.U Professional - (Exp in US)
HO ¥Protessional - (S.7T. in 8ri Lanka)

Sub Total H.O Protfessional

Field Professional (L.T. Exp) 129.00

Field Professional - (L.T. Local) 24,00 316.30
Field Professional (S.T. Local) 12.00 17.78
Field Professional (Sub-Contract Exp) 46.00 24.30
Field Professional (Sub-Contract Local)

Sub-Total Field Professional 291.00 560.54 269.

HO Administrative - (USA Exp) 57.00° 27.80 29.
Field Administrative (L.T. Local) 504.56 149,

Field Administrative (S.T. Local)

Sub Total Field Administrative

Total Field and H.O (Exp & Local) 1159.31 381.

Long-Term Professional (Expatriate)

54

20
56

31




Original estimates called for six long-term professional expatriate
team members for a total of 147 PM. They were!

Chief -of-Party (60 PM);

O&M Engineer (36 PM);

Farmer Organization Specialist (18 PM);

Training Specialist (15 PM); and

Economist - MEF/FM Specialist (18 PM).

The Farmer Organization Specialist was provided under a Sub-
Contract to Sheladia by Colorado State University. The position is
described in the Sub-Contract (Expatriate) category. A discussion
of the remaining five long-term expatriate positions follows.

Dr. L.E. Haley was Chief-of-Party for the first two years of the
Project. Mr. W.J. Leatham tollowed for one year until he became
terminally ill. Mr. Leatham did an outstanding job during his
tenure. Mr. C.F. Leonhardt, who served as O&M Engineer from 16
August 1987 to January 7, 1991, was promoted to Chief-of-Party.

'he changes in this position, during the LOF, could have been a
constraint, however, due to the tact that all three Chiefs-of-Party
each had over 35 years of experience on Projects similar to the
ISMP, allowed transition from one to the other to be minimal. These
changes had little effect in the overall pertormance of the TA
Team.

Furthermore, Mr. Leonhardt provided continuity since he had been
with the project since inception. His appointment to CUP reinforced
the collaborative and coordinative project efforts.

Originally the O&M Engineer position was planned for 36 months.
However, during the Project USAID decided to extend the position
until PACD to ensure that the Preventative Maintenance Program and
the Systems Operation Water Management Program was in place. These
Programs then could be implemented in all Seven Schemes and
sustained after PACD. §

The Training Specialist’s assignment was planned for 15 person-
months. The actual time spent in Sri Lanka was 15.55 months. The
Economist, who was to provide Technical Assistance for the MEF and
FM Components of the Project was extended from his original 18
month assignment to 21 months. This extension was approved by USAID
1in order to conclude the MEF design and to prepare the Economic
Cost Etfective Analvsis Report.

Ineretore, during the five year Project period, the five Long-Term
Protessional kExpatriate staft expended 148.86 PM compared to the
estimated 129 PM. This increase of about 20 PM is reflected in the
extension ot the O&M Engineer’'s assignment. Table 1-2-4 presents
detailed intformation of the Long-Term Professional Expatriate Stafr
assignments.

Short-Term PFProfessional (Expatriates)

Originally 25 pm were estimated for short-term participation,
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however, during the latter part of the Project, at the request of
USAID, a 9.5 pm assignment was added for the position of a Farmer
Urganization Specialist. This Specialist assisted USAID/IMD in the
implementation of the Irrigation Sector Assistance Agreement.

The Actual theladia Short-Term Protessional Expatriate input was
31.19 P/M. Besides the Short-~Term Project management and Project
bDirector statf, which totalled about 12.5 person-months over the
LUOFP, the remaining 8.0 person-months provided an MEY Specialist
(3.8 PM); a Computer Specialist (1.9 pm) and a Water Management
Specialist (2.3 PM).

Essentially very little technical input to the Project was provided
by Short-Term Professional Expatriates except in the three
disciplines listed above. This low input factor was planned for in
the Project Paper as the Long-Term Expatriate and Local
Professionals were to accomplish most of the technical services on
the Project (about 95%). Table 1-2-5 presents the details of the
Short-Term Frofessionals Expatriate Staff.

Long-~Term Professional (Local)

Table 1-2-6 presents a detailed list of Sheladia Long-Term Local
Professional Staff. A total of 316.30 PM were provided during the
LOP, a sharp increase in the estimated 90 person-months, as
outlined below:

The estimated staffing for long-term local professicnal staff the
tollows:

O&M Engineer 30 Person—-Months (Sub-Contract)
¥.U Specialist 24 Person- Months
FM Specialist ' 36 Person—-Months (Sub-Contract)

lotal 90 Person-Months

Although the local professional start exceeded PFroject Paper
estimates, it was deemed essential by both USAlD and IMD 1D in
order to meet Project goals, 1t was recognized, early in the ISMP,
that the Project Paper concept of local professionals working
together with expatriates, on the TA team, was a sound concept.
Indeed, Sheladia believes that the local professional participation
was a major factor in the Project’s success.

Table 1-2~6 presents the detailed distribution of the Long-Term
Local Professional staff.

Short-Term Professional (Local)

There 12.00 person-months was estimated for Short-Term Professional
Local staff. During the LOP four short-term personnel provided
Project services: A Computer Specialist (11.26 PM); Program
Assistant (3.00 PM); and a Drafts Person (3.52 PM) for a total of
17.78 person-months.




Table 1-2-7 presents the detailed distribution ot the Short-Term
Local Frofessional staff.

Long—term Administrative (Local)

A total of 355.00 person-months was estimated fcr this category.
The total administrative support required during the LOP was 504.56
of which 275.44 person-months were provided by drivers. Originally,
the vehicles along with drivers were to be phased out as the
expatriates departed the Project so that during the last two years
of the Project only one vehicle and one driver would be needed. The
phasing of vehicles was as follows:

60 PM
48 PM
PM

12
12
12
12
12

1st Year Vehicle
2nd Year Vehicles
3rd Year Vehicles
4th Year Vehicle
5th year Vehicle
Misc. briver Part T1ime

Total

However, since the five vehicles were needed by the Sheladia TA
leam continuously up to PACD, some 1lU4.44 person months were added
to the Sheladia Local Administrative Staff requirement.

I'he Sheladia local support staftf proved to be of a very high
calibre and supported the team in an efficient and professional
manner throughout the Project.

The average on the Long-Term Local Administrative staff then
becomes 504.56 - (355 = + 104.44) or only about 45.12 person
months. Table 1-2-8 presents the detailed distribution of the Long-
Term Local Administrative staff.

Short-Term Administrative (Local)

There were no pms estimated for short-term local administrative
support. During the LOP a total of 15.71 person-months were
expended for a part-time Secretary (5.43 PM); Office Assistant
(8.00 PM) and Short-Term driver (1.74 PM). Table 1-2-9 presents the
detailed distribution of the Short-Term Local Administrative staff.

Sub-Contract (Expatriate)

Originally 46.00 person-months were estimated to be provided by
Colorado State University (CSU), primarily on the Farmer
Urganization Development Program. However, only 18.00 person-months
were provided by (CSU on the Project. Subsequently, a Training
Specialist was Sub-Contracted by Sheladia from Louis Berger
International tor a period ot 6.30 person-months.

Theretore., Sub-Contracted expatriate input was 24.60 person months
over the LOP. Table 1-2-10 presents the detailed distribution of
this Expatriate Sub-Contract input to the Project.
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Sub—-Contract (Local)

Originally 80.00 person-months were estimated to be provided by the
Local Consultant Resource Development Corporation (RDC) over the
LOP. The actual Local Sub-Contract input to the Project was; RDC
Management (2.00 PM); RDC Financial Management Specialist (21.00
PM); RDC Irrigation Engineer (24.00 PM); and a Training Specialis?
trom TEAMS (6.30 PM) or & total of 53.30 person-months. Table 1-2-
11 presents the detailed distribution of the Local Sub-Contract
input to the Project.

Home Oftice Management (Expatriate)

puring the LUP Sheladia Yice President, Ms. Audrey Lutz provided
Management Services for the Project. Approximately 4.9 person-
months ‘were expended against 5.0 person-montiis planned. (See
Exhibit 1-2-12).

Home Office Technir=l/Procuremznt (Expatriate)

Howi~» Office Technical and Procurement Sarvices was estimated at
45.00 person-months, however, only 15.15 person-months were needed
to back-stop the Project. The short-fall was directly related to
the Procurement Services being taken over by IMD/ID at the
beginning of the Project. See Table 1-2-13 for the break-down of
the Home Office people involved in Technical and Procurement
Services over the LOP.

Home Office Administrative (Expatriate)

In the original contract, 57.00 person-months was estimated for
Administrative Services, however, only 27.80 person-months were
expended over the LOP. See Table 1-2-14 for the category of
Administrative Personnel provided during the LOP.

1.3 IMPLEMENTING AGENCIES INVOLVED

1SMP wvwas the responsibility of tne Irrigation Management Division
(IMD) and the lrrigation Department (1D) of the Ministry of Lands,
lrrigation and Mahaweli Development (MLIMD). IiMD, as the lead
organization, managed the »roject under the Director of IMD. A
rroject Director was assigned by IMb to manage the Project day to
day operations over the LOP. A Project Organization Chart is
attached as Exhibit 1-3-!. Exhibit 1-3-2 (3 Sheets) presents the
detailed 1D Range Organization Charts for Polonnaruwa, Ampara and
Kurunegala Kange respectively.

These four Organization Charts —»flect the lines of management and
co-ordination for 1SM Project implementation. line Agencies i.e.,
Department of Agriculture, Agricultural Extension, Agrearian
Services, Land Commissioners Department, etc. These Agencies
provided support services to ISMP over the LOP.
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1.4 PROJECT IMPLEMENTAT1O0N STRATEG1ES

The Project utilize an interdisciplinary approach ot institutional
strengthening to achieve its goals and objectives. A Multi-
disciplinary Team assisted IMD/1D and the GUSL. Clnse co~ordination
and co-operation between TA team members and Host Country
counterparts was one of the general strategies and this proved most
eftective.

Over the five year Life of Project, one of the mplementation
strategies was to develop Annual Work Plans in October of the
previous year followed by a workshop to review the Work Plans for
each component and to modify and revise the Annual Work Plans based
upon agreements made at the workshop. By 31 December the Plans were
ready for implementation in January of the following year. This
procedure was following throughout the LOP and was found to be an
efficient and constructive strategy.

One of the most important tasks was to test and demconstrate the
cost effectiveness of various types of rehabilitation, 0O&M and FO
strategies and to make comparisons of those strategies using
difterent major lrrigation Schemes in Sri Lanka.

work on this important ettfort was not ‘initiated until early 1989 by
the TA ‘leam and was eventually turned over to a Research Study
based upon a decision taken at the Mid-Term Evaluation Workshop.
‘1his important Kesearch Study is just being concluded ana will
present the necessary strategies for implementing future
Rehabilitation and FO Development Projects in Sri Lanka and in the
Region.

1.4.1 Rehabilitation and 0&M Improvement Strategies

Rehabilitation - The Project Paper did not clearly define the
rehabilitation terminology-Essential Structural Improvement (ESI)
to be applied +to Polonnaruwa Range Schemes and Pragmatic
Rehabilitation (PR) to be applied to the Gal Oya Right Bank System
in the Ampara Rang>. Since fund allocation for ESI in Polonnaruwa
(Rs. 1800/ Acre) differed considerably from the funds allocated for
PR in Ampara (Rs. 2500/Acre) it is believed that the difference
between these +two terminologies was the relative level of
expenditure between the two. However, in both cases the funds
allocated were purposely designed at a very 1low 1level which
necessitated the implementation of a rehabilitation program which
would only provide essential rehabilitation improvements for both
Ampara and Polonnaruwa Range Systems. These essential improvements
were planned to bring the maintenance of the system up to a level
that could be sustained indefinitely provided the long-term
Preventative Maintenance Program was established during the LOP and
then 1mplemented after the rehabilitation had been completed.

kEssential Structural Ilmprovements and/or Pragmatic Rehabilitation
under the 15MP includes the follow rehabifitation work to bring the
syvstems to a level when they could be sustained:
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De-silting of the canals

Stabilization of canal banks by adding retaining walls or dry
rubble packing

Reconstruction, modernization or improvement to existing
structures

Addition of new irrigation structures

Construction of water measurement and control structures.

The basic strategy to implement ESI and PR was to first
rehabilitate the main and branch canals during the first two years
of the project (1987 and 1988) and then to rehabilitate the D and
F canals in the remaining three years (1989, 1990 and 19Y91). Tthis
strategy was predicated on the assumption that the farmer
organizations would be well formed and developed by the third year
so that they could participate in the rehabilitation of their
respective distributary canal systems. Furthermore rehabilitating
the main and branch canals tirst, ensured that the carrying
capacity ot the main system was adegquate to carry all ot the b and
¥ canal when they rehabilitated in the third to fitth years.

‘The strategy for implementing the rehabilitation of the systems was
correct, however with only five construction seasons (the 2 months
between the end of Yala and the begining of Maha) only a total of
10ter months to complete 2222 km of canals. Totally an impossible
goal under any circumstance. Therefore, the overall rehabilitation
planning strategy was ill-conceived from the beginning and even
with ideal conditions in the field (no civil disorder) only about
60% to 65% of the canals wculd have been completed over the five
year LOP by PACD,.

Preventative Maintenance Program. - The strategy for implementing
the Preventative Maintenance Program was outlined in the Project
Paper and involves a series of LOP actions that must be
accomplished if the Preventative Maintenance Program 1is to
completed by PACD and ready to implement there after.

kxhibit 1.4.1 Presents the Schematic Diagram showing the actions
that must be taken to develop the Preventative Maintenance Program
over the LOP.

As can be seen by +*the Schematic Diagram the Preventative
Maintenance Program has been broken down into two systems; the Main
Svstem to be operated and maintained by the Irrigation Department
and the Dlistributory System to be operated and maintained by the
Farmer Urganizations. In each case the same activities are involved
to develop the Preventative Maintenance Program. The strategy to
implement the Program was to tirst develop the Main System Annual
Maintenance Plans and Costs tor alil of the seven Schemes in the
Project. After developing the Annual Costs tor the Main Systems
they would be submitted to the GU5SL for budgeting the appropriate
maintenance funds after LOP in order to implement the Preventative
Maintenance Program.

The development of the Annual Maintenance Plans and Costs for the
Distribution Canal Systems of the Farmer Organization (DCFOs) were
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planned to be implemented as the DCFUs were formed so that joint
ertorts between the 1D and members ot the DCFUs could conduct the
Walk-{hrough Maintenance Survey. lhis strategy was the key to
success of the implementation of the LCO Annual Maintenance Plans
ot the follow on Preventative Maintenance Program atter PACD.

Improvements to Systems Uperations - The strategy undertaken for
the implementation of lmprovements to Irrigation Svstems Operations
involved various activities. Those activities have been identified
and listed down in sequence. The activities were charted showing
the various steps to be undertaken including those to be undertaken
in conjunction with the strengthening of the participation of the
DCFOs. Based on the chart an Action Plan was developed to guide the
implementors in their course of action. The Irrigation Operations
Improvement Chart is presented as Exhibit 1.4.2,

1.4.2 Farmer Organization Development Strategies

The Farmer Organization concepts and strategies developed and
followed in the Gal Oya Water Management Project and the INMAS
Program was accepted and followed in general, in the ISMP Farmer
Organization Development Program, however, some major modifications
were adopted under ISMP; these major modifications were:

Appointment of a Secretary of the }¥CG - The Field Canal Group (FCG)
continues to be the lowest level in the ¥FO structure. The FCG was
turther strengthened with the appointment of a Secretary tfor each
FCG to keep a record of important happenings, major decisions and
to support the Field Canal Kepresentatives. Some times the Field
Canal Hevpresentatives Keeps the records of his group meetings an
rilits this position as the Secretary.

I'he bistributary <Canal Farmer Organization (UL¥OQO) -  ‘The
improvements made to the organization structure and tunctions of
the DCFO over the LOP are as follows:

o) Membership of the DCFO - All farmers using water from the
distributary canal irrespective of their tenurial status are
entitled to membership in the DCFOs.

All Farmer Representatives form the Executive Committee/
Committee of Management of the DCFO -~ This Committee elects
their office bearers by secret ballot. The constitution by-
laws and the election of office bearers have to be ratified by
the General Membership of the DCFO.

Financial Management and Control -

Financial Management and Control are importavt management
responsibilities which 1includes reconciliations of bank
accounts and preparation of income and expenditure accounts.
Annual audits are the management tools necessary for the DCFOs
to maintain accountability. Necessary guidance in FM is
provided by the FM Assistants who is assigned to the Project
Managers Otftice and are permanent emplovees of 1MD.
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Appointing Institutional Organizers as Catalysts -

At the inception of ISMP, graduate 10s were recruited as
catalysts. However, due to the high attrition rate IMD changed
the educational qualifications. This change allowed persons
who possess the GCE A/L or equivalent technical or
protessional qualifications to be employed as I0s. These
catalysts were provided with a two year contract and were
given a three weeks training program for indoctrination
purposes. While working they were given in-service training
programs as a refresher course and were provided additional
training to enhance their capabilities.

Recruitment of Employees of the DCFU -~ ‘tThe DC{FOs recruited
their own employees such as Jalapalaka (Water Masters) and
Sales Assistants to seil tertilizer and agro-chemicals.

Women’s and Youth's Organizations - The most innovative
strategy introduced to the DCFO was the establishment of vouth
and women’s organizations under the umbrella of the LCFO.

FC Reps. and tarmers Participation in Walk-Through Surveys.
The Field Canal Ropresentatives and farmers associate closely
with the 1ID personnel in carrying out the Walk-Through
Maintenance and Operation Surveys. At the same time, farmers
learn the technical skills while accompanying the 1D staff in
the identification rehabilitation, maintenance and operation
requirements. This close relationship was a very vital and
important factor in establishment of criteria for maintaining
the irrigation system to a stainable level.

The Areca Committees/Area Councils - In Parakrama Samudra,
Minneriya, Kaudulla and Gal Oya LB Schemes they have Area
Councils in between DCFOs and Project Management Committees.
When the Scheme is large, it is better to have an Area Council
which meets and discuss the critical problems. If a decision
can be made at the Area Council level, it is fine, otherwise
the problem must forwarded to the PMC for final decision.

The System Level Farmer Organization (SLFO) - There are six
System Level Farmer Organizations in ISMP areas. All Farmer
Representatives are members of the SLFO and otticers
(President, Secretary, ‘Ireasurer) will be elected at the
General Meeting of the SLFU. The Svstem Level Farmer
Urganizations have their own By-Laws, but so tar they have not
received the ofticial registration or recognition trom the
‘ommissioner of Agrarian Services.

The Project Management Committee (PMC) - The Project
Management Committee is a Government Organization set up at
each level wholly for Policy, Administration and Management of
the Project. The PMC is constituted of the Project Level
Officers and Presidents of each DCFO,

DCFOs Participation in Agro-Inputs Supply and Marketing. -
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DCFOs have successfully organized to supply agro-inputs to
their own members and have purchased the agro-produce from
them. Theyv have contacted local banks for assistance tor this
operation.

1.4.3 Financial Management

The Financial Management Program was made a part of the ISMP design
in order to permit DLDCFOs to collect and manage 0&M fees. Later,
this was expanded +to 1induce +the management of funds for
agri~business activities and contracts. The strategies used were as
tollows:

0] Design mechanism for the collection of O&M flies.

o] Create public awareness, in favour of fee (dues) collection.

o Work with IMD to develop a program which determines O&M
funding needs and priorities, projects, projects O0&M funding
needs over a five-year period, forecasts the available O0&M
payments, accounts for expenditure, of funds and coordinates
fee collection with prioritized O&M requirements.
Train DCFO representatives in accounting, book-keeping and
cost analysis.

1.4.4 Monitoring Evaluation and Feedback
The strategy for developing the REF System was to:

0 identity the performance indicators required to improve the
vertormance of the Irrigation Main and Distributary Canal
Systems

Refine the pertormance indicators based upon managementcs
needs at Scheme, bDistrict and National Level

Review data collection procedures, establish how collection
requirement procedures, develop reporting tormats and sampling
methods and the frequency of collection and reporting reports
on Monthly, seasonal and Annual to be prepared

MEF Specialist to work with IMD/ID and other agency staft to
identity appropriate field staff collect data and provide
training materials and train staff at trainer for field data
collection

Develop appropriate computer programs to analyze data
collected, document the use of data analyzed and train
staff in utilizing the data analyzed program

1.4.5 Training Capacity Enhancement

The strategy to implement this component was to develop the Life of
Project Plans which specify training activities, both in-country
and overseas. Then candidates were identified, selected for
training and training activities were evaluated after completion of
the training.
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In-service training was carried out at Galgamuwa Irrigation
Training Institute (GITI) and elsewhere for Irrigation Engineers,
Technical Assistants and Work supervisors.

In-service Training for Project Managers, IDOs, and FOs was
accomplished primarily at ARTI.

Initially in-service training was delivered by GITI and ARTI and
later other relevant in-service training was conducted.

Overseas training was planned and took place in countries within
Asia and in the USA for all levels of ISMP participants from
Management down to selected farmers.

1.4.6 Crop Diversification

Since the crop diversification component was incorporated into the
Project atter start-up, the strategies employed were developed
jointly by USAID, the GOSL and the Sheladia 7Team. Ihe major
strategies were to:

o Promote OFC cultivation through +the establishment of

demonstration plots

o Develop and use linkages with DUOA for intormation extension,
sources of seed, etc.

o Recruit and train Volunteer Farmer Extension Workers
o Use DCFO network and Women’'s Organization to raise awareness
1.4.7 Research

The strategy for implementing the Research Component of the Project
was for USAID to assign an organization to assist in the
implementation. The International Irrigation Management Institute
(IIMI) received a Co-operation Agreement from USAID to manage the
Research component and to monitor the progress over the LOP.

1.4.8 Commodity Procurement

Procurement was originally Sheladia’s responsibility. Sheladia was
to assist 1MD/1D in the procurement ot the items proposed in the
Project Paper. Subsequently, atter the start of the Project, 1MD/1D
decided to take over the procurement requirements of egquipment for
the project. OUnlyv a small amount ot project procurement was
procured by bSheladia; all the remaining items were procured by
IMD/ID over the LOP.
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I1 PROJECT IMPLEMENTATION OVERVIEW BY COMPONENTS
FARMER ORGANIZATION DEVELOPMENT
Accomplishments

2uring the pbroject, major accomplishments were achieved under the
Farmer Organization Deveioobment Program. These accomplishments
were:

o 2161 rield Canal Groups were tormed in Parakrama Samudra
biritale, Minneriya, Kaudulla, Ridi Bendi Ela and Gal Ova LB
and RB Schemes. Each Field Canal elects an individual who
represents them at the DCFO.

180 DCFOs were formed in the eight Schemes including
Attaragallewa Scheme under the Bakamuna Division. The DCFUs
have been accepted as formal organizations and their executive
committee or board of management are comprised of all the
Field Canal Representatives.

All Field Canal Representatives participate in an Assembly of
DCFOs and they elect the executives of the System Level Farmer
Organization. The System Level Farmer Organization is the apex
organization in the Scheme and elected Field Canal
Representatives work as Directors of the Board. Six System
Level Farmer Organizations have been formed in Parakrama
samudra, Giritale, Minneriya, Kaudulla, RBE and Gal Oya LB
Schemes.

The Farmer Organizations obtained legal recognition under the
Agrarian Services (Amendment) Act No. 4 of 1991. 138 DCFOs are
now registered with the Commissioner of Agrarian Services
Department as or PACD,

The 152 DCFOs are actively engaged in the joint management
process and are engaging the participatory management by
taking over the operations and maintenance of the Distributary
Canal Systems.

With the skills developed over the LOP by DCFOUs undertaking
construction contracts, the agencies involved have increased
the <contract value limit to DCFOs from Rs. 25,000 to Rs.
250,000 and finallyv increased it to Rs. 750,000,

Some 150 DCFO3 have opened bank accounts in the State Banks
and in the Cooperative Rural Bank in order to maintain their
Development Funds. The DCFOs utilize this money in supplying
agro—inputs to their members and for purchasing of agro-
produce from the farmers. In addition to that they provide
some tunds for O&M of the system in accordance to the
requirements of the Annual Maintenance Plan. This is happening
in only a few DCFOs, where the Irrigation Sector

Assistance Agreement. These DCFOs are given first preference
to the allocation of 0O&M money for maintenance.
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The 22 DCFOs of Kaudulla Scheme have obtained bank credit from
the Regional Rural Development Bank to purchase agro-
chemicals and tertilizer to distribute among the members of
the DCFO in 1991 Maha season.

Seventeen DCFOs were engaged in marketing activities in
Minneriya, Kaudulla and Ridi Bendi Ela Schemes during the
1991 /92 Maha season and they maintained the guaranteed price
all over the ISMP areas.

Five DCFOs are eligible to establish paddy mills in Kaudulla
and Minneriya Schemes in July 1992. The loans have been
approved by the National Development Bank and legal documents
have to be sign before 30th June 1992,

2.1.2 Ilnnovative Strategies Adapted.

The strategies deveioped and tollowed in Gal Oya Water Management
froject and INMAS Program was accepted and followed in the ISMP
tarmer Urganization Develoobment Program. Some innovative strategies
adopted under 1SMP are discussed below:

o

Instead of Sub-Project Committee (SPC) 1SMP re-named the FrUs
as DCO/OCFUS to be in line with the hydraulic boundary concept
formulated by INMAS.

A1l farmers using water from the Distributary Canal,
irrespective of their tenurial status, are entitied to
membership in the DCFOs.

All Farmer Group Representatives form the Executive Committee
of DCFOs5. This committee elects their oftfice bearers by secret
ballot.

All Farmer Group Reprzsentatives in each Scheme represent the
electoral college and they elect the office bearers of the
SLFO for the coming year in accordance with the constitution.

DCFOs developed Development Funds and deposited those funds at
the State Banks and Rural Banks.

DUFOs started the Seed Producers Associations wunder the
unbrella of the DCFOs in RBE- and Gal Oya LB. The Dzpartment of
Agriculture and USAID funded a Seed Enterprise Development
Project and, gave necessary assistance, in the forming of the
Seed Producers Associations.

Many UCFOS engaged in the supply ot agro-inputs to the member
tarmers at a cheaper rate than the open market price. 7The
PCFUs utilized Development Fund monev in purchasing agro-
1inputs. Some DCr0s have obtained credit trom the RRDB to buy
fertilizer and agro chemicals,




In 1991/92 Maha 8 DCFOs of Minneriya and 8 DCFOs of Kaudulla
engaged in marketing activities. They buy back the
agricultural produce from the farmers in collaboration with
the Regional Rural Development Bank.

Some DCFOs in Minneriya Scheme re-paid loans to release the
lands which were mortgaged for their members needs. The DCFO
with the assistance of the Colonization Officer summoned both
parties and came to an agreement to settle the loan in
instalments and they hand over the 1land to the original
owner/occupier to commence the tarming work in the field.

To keep the strength and togetherness among the DCFUs and
tarmers, SLFUs have organized religious and cultural events.
Formation ot women and youth organizations under the umbrella
of the DCFO is a major innovation in the history of Farmer
Organization Development in Sri Lanka

The Minneriya SLFO officials had discussions with the National
Development Bank to obtaining credit facilities for installing
a few paddy mills in Kaudulla and Minneriya Schemes. They
expect to produce quality rice and send it to market in packet
form to get the value-added price to them. This request has
been honored by the NDB and they will sign the legal documents
in June 1992 to commence the milling operations in the Yala
'92 harvest.

2.1.3 Successes and Shortcomings

The FOs introduced a different approach in NGOs implementation of

the bottom up approach. The existing organizations, rural
development societies and most of the organizations followed the
top bottom approach from FC group to DCFO to SLFO to project
management committee. Following the bottom up approach FOs were in
a better position to solve the problems pertaining to farmers. The
tarmer representatives discuss the problems with the farmer parties
concerned and try to eftect an agreeable solution. When conflicts
cannot be resolved at FC level, such as, cultivation ot
reservation, inadequate water etc., they are then reterred to the
DUFU under these three tier structure of farmer organization,the
membership allowed all farmers using water from the D-canal,
1rrespective of their tenurial status, would be entitled to become
members of the DCFO.

The importance of equitable water distribution is accepted and
member farmers maintained the field canals and D-canals in sound
manner participating the joint management with the ID officials.
The process of participatory management wes introduced to the
farmers to enhance the level of their competence in decision making
and action oriented programs. The SLFO officials represent the
District Agricultural Committees in the Kachcheri and four
Presidents of the SLFOs in the Polonnaruwa District participate in
the Steering Committee Meetings of the Mahaweli Water Panel, at
the Ministry of Lands Irrigation and Mahaweli development.




The recruitment of 10Us to perform the role of catalyst in the
development of the FO program has been successful under the 1SMP.
It has extended to the other major irrigation schemes in Sri lLanka.

The farmers have developed a spirit of togetherness among
themselves and they participate collectively in the preparation of
crop production plans, annual budgets and annual maintenance plans
for the DCFO and the SLFO. Out of 180 DCFOs formed to date under
the 1ISMP, 33 DCFOs have already signed the Agreement to take over
the maintenance. and operation of the distributory canal s. 1In
signing this agreement, the farmers have realised that they now
have to maintain the irrigation system and the D and F canals. This
is a tremendous achievement if all D and F canals have been
maintained in a satisfactory manner. Unfortunately many of the D
canals have not yet been rehabilitated at PACD and are still in a
deteriorated state. As a result of this, some DCFO officials are
hesitant to take over these canals from the 1D, insisting that the
rehabilitation works should be completed before they do so.

The DCFOs have initiated the Development Funds and they utilize
this money to purchase agro-inputs and buy back the farm produce.

'he DCFOs became legal entities under the Agrarian Services
(Amendment) Act No. 4 of 199Y1. DCFOs have negotiated credit
racilities trom banks that will allow them to start new
enterprises, such as paddvy milling and agro-processing industries.

The Forming ot women's organisations under the purview of DCFOs is
a major success under the ISMP. The organisations strengthen the
DCFOs and also take a part in DCFO activities. Women are also
exploring the possibilities of self employment projects to increase
the farm family income.

In most of the DCFos, the powers, privileges and responsibilities
are exercised by the President and should be delegated to the other
farmer representatives in order to create working committees in
their DCFOs. This will reduce much of the dependency on the
President while the farmer would share the duties and
responsibilities among themselves.

Some of the 10s should be promoted to the position of Development
Advisors and should be provided the necessary training in MEF, FM
and agro-business activities. They must then guide the DCFOs in
implementing the new venture and upkeep the MEF/FM activities on a
continuous basis.

2.1.4 Status of FO Development at PACD

The 1M Project has been instrumental in strengthening the
Government’'es commitment to increased tarmer participation in the
decision and making and planning process. Ilntegrating technical and
institutional development and institutional development and
institutionalizing participatory management, The FO was
specitically tormed to address the probiems of farmer participation
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in the improvement and management of irrigation systems,assessment
and collection of membership tees and the interaction of the
organization of water users with local authorities and Government
Irrigation Agencies. Table 2.1-1 presents the status of FO
devetlopment by scheme at PFACD.

Registration with Agrarian Services is a two step process. lnitial
registration is under Section 56-A, Atter assessment of DCFO
performance. CAS moves them to Section 56-B and the LDCFO is able to
obtain credit. Since the development of FOs under the 1SMP has been
so positive, proper, legal recognition by the Government would
enable the organizations to carry out their daily functions such as
OM, amongst others.,

TABLE 2-1-1
STATUS OF FARMER ORGANIZATIONS UNDER ISMP

FCGs DCFOs
SYSTEMS formed To be Formed To be Area Registration
formed formed Councils SLFO ID IMD CAS

$SS 317 28 28 28 A27 Bl4
Giritale 164 12 12 12 ,Al10 BOS8
Minneriya 277 20 20 20 Al9
Kaudulla 360 22 22 22 A22
RBE(K’ gala) 200 11 11 11 AOQ04
Galoya LB 509 A55

Galova RSB
A/callewa

1t is accepted tfact that there 1s a need to improve water
management through tfarmers mobilisation, ©participation and
organization. l'his has to continue forever in order to seek a
viable healthy tarmer organization marching towards the selt-
reliance goal.

AT PACD some 45 FUs will have officially taken over their
Distributory canals system for OM from the Irrigation Department by
signing the Agreement for hand-over. The remaining DCFOs in the
I1SMP will sign this hand-over agreement after completion ot the
rehabilitation.

o) In implementing the FO program the interrelationship between
the Project Manager Office IEs, office and farmer
organizetions, is very important. There should be a close
collaboration and mutual understanding in all the project
activities, between them.

All water users have to become members of the DCFKFOs and they
should comply with and obey the constitution and by-laws of
the organization, All water users should participate in OM

>
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activities and they must pay the menbership fees stipulated by
the organization,

The question of water tees against membership has not yet been
resolved. We recommend +that FO who have undertaken OM
activities, should be exempted from all government fees.

The self-reliant organisations area of sustainability and the
FOs will diversify their activities in various directions in
order to achieve their goals of increased farm family income.
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2.2 OPERATION AND MAINTENANCE IMPROVEMENT
2.2.1 ACCOMPLISHMENTS
2.2.1.1 REHABILITATION OF THE IRKIGATION SYSTEMS

Considerable accomplishments were achieved in the rehabilitation of
the Schemes within the ISMP. A major Project achievement was the
involvement of the D-Canal Organizations (DCOs) in rehabilitation
as well as in Operation and Maintenance.

in the Polonnaruwa Range, by the end of March 1992, of the, 1558
km. ot canals programmed, about 659 km have been rehabilitated. The
scheduled and actual Progress for ESI works is presented as Exhibit
4-2-~1 and the Status of Survey, Design and Construction of each of
the [ive Schemes in the Polonniruwa Range, including the
Attaragallewa Scheme is presented as Table 2-2-1.

In the Ridi Bendi Ela Scheme in the Kurunegala Range, construction
or water measurement devices, Priority rehabilitation works and he
rehabilitation of the Inlet Canal have been undertaken. By the end
of March 1992, the first phase of the construction of Water
Measurement devices was completed. 160% while the Priority
Rehabilitation works was 95% completed and the Rehabilitation of
the Inlet Canal was 15% completed. The physical and Financial
status for the construction of Water Measurement devices, Priority
Rehabilitation and rehabilitation of the Inlet Canal in the RBE
Scheme is presented in Table 2-2-2,

The Pragmatic Rehabilitation Works Program in Gal Oya RBMC suffered
delays due to the prevailing ground conditions in the area. As of
the end of March 1992, out of the 621 km. of canals programmed iy
about 53.70 km. was rehabilitated. The Planned Program and Actual
Progress for the Pragmatic Rehabilitation Works in the Gal Oya RBMC
is presented as Exhibit 2-2-2 and the Status of Survey, Design and
Construction on the GORB system and the Preventative Maintenance
work in the GOLB system in Ampara Range are presented in Table 2-2-
3 and Table 2-2-2-4 respectively.

Monitoring and certification inspections for reimbursement of
expenditures tor completed and partially completed Sub-Projects
within the seven Schemes within the ISMP area was also undertaken.
A summaryv of the 168 Sub-FProjects listed are: 61 as 100%; 25 as
15%; 50 as more than 50% complete and 32 Sub-Projects found to be
less than 50% complete or not yet started. The summary ot the
Status of Sub-Project Certification by Range as of 31 March, 1992
1s presented as Exhibit 2-2-3,

2.2.1.2 DEVELOPMENT OF A PREVENTATIVE MAINTENANCE PROGRAM

The accomplishments on the Preventative Maintenance Program up to
30 June 1992 are presented by Range. 1n the Polonnaruwa Range, the
Annual Maintenance Plan was prepared for the Main System
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tacilitates that were rehabilitated since 1987, for each of the
tour Schemes.

ACCUOMPLISHMENTS 1IN POLONNARUWA RANGE

Major accompiishments were achieved in the development of the
preventive maintenance program in the Polonnaruwa Range.

ANNUAL MAINTENANCE PLAN - MAIN SBYSTEM

The Annual Maintenance Plans for the Main Systems of the
Parakrama Samudra, Minneriya, Giritale and Kaudulla Schemes
were developed and completed and the average Annual
Maintenance Costs fer these four Schemes was found to be about
Rs., 125/-.

ANNUAL MAINTENANCE PLANS - DISTRIBUTARY SYSTEM

There are 81 DCOs in the four Schemes of the Polonnaruwa
Range. The Annual Maintenance Plans for all the 81 DCOs were
essentially completed. In the Giritale Scheme, completed the
annual maintenance plans for all the 12 DCOs and submitted
detailed ieports to the ID/IMD. Typical annual maintenance
plan requirements for the Distributary Canal System were also
prepared.

For the remaining 69 DCOs the walk—-through maintenance
surveys, cost estimates, maintenance pians and issue trees
have been rpvepared and completed. [(ranslations of the
maintenance plans i1n Sinhala had been accomplished for all the
DCOs that ofticially took over the D-Canals trom the lU on &
February 1992. Exhibit 2-2-4 presents the status of DCO
maintenance plans in the four Schemes in Polonnaruwa Range.
The average cost of the Annual Maintenance for the 81 L{0s in
Polonnaruwa Range was found to be Rs. 220/Ac.

ACCOMPLISI'MENTS IN KURUNEGALA RANGE

A.

ANNUAL MAINTENANCE PLAN - MAIN SYSTEM

The preparation of the Annual Maintenance Plans and related
documents of the RBE Scheme Main System was completed. Based
vpon the Annual Maintenance Costs developed under the Annual
Maintenance Plan for the Main System, the average cost per
acre was found to be Rs. 339/~. This figure is high because of
the maintenance cost of the 20 km long Inlet Canal which
serves the Scheme.

ANNUAL MAINTENANCE PLAN - DMSTRIBUTARY SYSTEM

‘Ihere are eleven DCUs 3in the Ridi Bendi Ela Scheme. As of 30
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June 1992, the Annual Maintenance Plans, Cost Estimates, Water
Distribution Diagram (Issue Trees) for all eleven DCOs have
been completed. '

The preparation of the Maintenance Diagram based upon updated
BOPs were being developed as of 30 June 1992, Sinhala
translations of five of the Annual Maintenance Plans have been
completed. The average Annual Maintenance Cost for the eleven
DCOs was found to be Rs. 130/Ac. for the Distributary and
Field Canals.

PREVENTATIVE MAINTENANCE PROGRAM

The Ridi Bendi Ela Scheme in Kurunegala HKange was
rehabilitated between 1978 -~ 1983 and the system has
deteriorated during the intervening period, so a program of
Preventative Maintenance works was initiated in 1989Y. These
works are being carried out in the LB, KRB and Center Canal
systems. The status ofr the Preventative Maintenance works on
the KRBE Scheme as ot 30 June 1992, i1s shown on Table [11-2-5
ot T.A. Cerdan's End ot Tour Report.

ACCOMPLISHMENTS 1N AMPARA RANGE

Al

ANNUAL MAINTENANCE PLAN — MAIN SYSTEM

Under the Gal Oya Left bank Scheme, the development of the
Annual Maintenance Plan for the Main System was completed and
finalized by 30 March 1992. The Annual Maintenance Cost for
the Left Bank Main System was found to be Rs. 107.50/Ac.

The progress on the development of the Annual Maintenance Plan
for the Main System of the Gal Oya Right Bank was completed by
30 June 1992. By 31 march 1992, the Walk-Through Maintenance
Survey and Cost Estimates and other related documents were
completed for the RB Main Canal from Station 0+ 00O to Station
35 + 208. Work on the Walk-Through Survey for the intermediate
tanks and ten Branch Canals totalling 90 km. was initiated in
April and completed by 31 May, 1992. The Annual Maintenance
Cost of the Main System for the Gal Oya Right Bank System was
found to be Rs. 206.22/Ac.

ANNUAL MAINTENANCE PLAN — DISTRIBUTARY SYSTEM

i'ne preparation ot the Annual Maintenance Plans tor the 54
DCUs on the Left Bank and the 36 DCOs on the Right Bank were
in progress as ot 30 June 1992. As of that date, only field
work in 34 ot the 54 DUUs on the Left Bank have been surveyved
and onlyv 11 or the 36 DCUs in the Right Bank surveved.

Unly in one DCO on the Lett Bank has the complete Annual
Maintenance Plan been finalized as of PACD. fhis was prepared
by Sheladie’'s Ampara Engineering Assistant tor use by the 1D
as a guide tfor completing the Annual Maintenance Plans for the
remaining DCOs.
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PREVENTATIVE MAINTENANCE PROGRAM - GAL OYA LB

The Gal Oya LB was rehabilitated between 1980 - 1985. The
system has deteriorated during the intervening period, so a
program of Preventative Maintenance works was initiated
under the ISMP in 1989. 7Table 11-2-8 ot T.A. Cerdan’s End of
Tour Report presents the Status of Preventative Maintenance
work at the Gal Ova Left Bank System.

2.2.1.3 IMPROVEMENT T0 1RRIGATION SYSTEMS OPERATI1ON

The implementation of the Action Plan set up at the inception of
the Project to improve operations under the 1SMP was undertaken. As
of 30 June 1992, most of the programs under the Action Plan have
been implemented.

Al

.

Five Field Operations Units (FOU) for the Giritale Scheme and
three in the RBE Scheme have been established. In the Kaudulla
Scheme, the location of the four FOUs have been identified. In
Minneriya, Parakrama Samudra, Gal Oya RB and Gal Oya LB
systems, the existing FOU are being utilized but these have to
be up-graded to the Giritale and RBE standards.

The original plan was to use two-way (walkie-talkie)
communication systems to transmit data from FOUs to Division
Operation Centres, but due to local conditions in some parts
of country, the plan was dropped and instead the use of
bicycles and telephones where available are being used.

Control and 1lssue Trees [ Schematic Water Distributary
Diagrams showing the location of control, monitoring and
outrlow 7/ inflow points have already been prepared for all the
Schemes. The boundaries ot the coverage of each DCO have been
demarcated and the code number for the monitor, inflow and
outtflow nodes have been indicated.

Rain gauges have been installed in all the Schemes within the
ISMyY area. In the Giritale and RB Schemes, rain gauges are
installed in tne vicinity of the FOU offices to ensure that
daily gauge readings are taken and collected daily from the
FOU oftices by the Gauge readers assigned to collect field
data which are fed into the <Computer Assisted Systems
Operations Model (CASOM) evervday.

The location and type of water measurement devices for the
Main and Branch Canals identified during walk-through
operations surveys, carried out in the Schemes within the
Polonnaruwa Range and the Ridi Bendi Ela Scheme in the
Kurunegala Range have been established. The location of
measuring devices al the boundaries of DCOs in all the seven
Schemes within the ISMF area have already been identified.
Those established are in Giritale, Kaudulla High Level Canal
and Ridi bendi Ela Scheme.




In the other Schemes some measuring devices have been
established while the others that are already in place will
have to be improved and provided or replaced with the new
plastic gauges.

Headgates or Distributary Canals have been provided by screw
type sliding steel gates to control the flow of water into the
D-Canals. Measuring devices in distributary canals have been
located and established. Most of these measurement structures
are installed near the headgate of the D-Canals where the flow
is already stable or no longer turbulent. Where the drop in
water surface is sufficient to warrant free flow condition, a
cut throat flume is usually constructed.

To control the flow of water to field canals, pipe outlets
were constructed at off-takes of F-Canals. Wooden gates with
provision for locking are provided. These canals will be
calibrated once a year with the use of a portable cut throat
flume which rates will be used as data to be entered in to
CASUM.

In the Giritale scheme the calibration ot all the 76 measuring
points 1dentitied have been completed. In the Kaudulla Scheme
High Level Canal 1% out of 28 points have been calibrated
whilile in Ridi Bendi Ela Scheme in the Kurunegala Range 25
measuring points have been calibrated and is continuing. ln
the other Schemes calibration of measuring devices is still
on-going. Assessment of canal losses is still going on in all
the Schemes.

A meteorological Station was set up in Polonnaruwa ftor
monitoring rainfall, sunshine, temperature, wind, humidity,
etc. This station had been the source of data used in
programming the CASOM. The data being recorded and compiled
could be used to forecast weather condition in the area which
could be used in pre-seasonal planning for the on-coming
cultivetion season.

Computers have been installed at the Range Operation Center at
the DVI Polonnaruwa Range Office. In the Division Operation
Centree for the Hingurakgoda and Kandulla

Divisions 1in the Polonnaruwa Range and in Nikaweratiya
Division, Kurunegala Range, computers have also been
installed. 1In Ampara a new (omputer was also installed to
replace the old computer being used in that Scheme. The three
computer models previously developed have been installed in
all these computers.

The TAs trained in the use ot the micro-computers tor water
management were assigned to head the UVivision Operation
Lentres and the Irrigation kngineers were assigned to head the
Hange Uperation C(entres and to coordinate the utilization of
the CASOM in the Division Operation Centr=s within the Range.
The CASOM in Giritale was utilized during Yala Season 1991 and
Mrha Season 1991 - 1992,
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Some problems have been encountered in the use of the CASOM. i
In the sorting of nodes, the monitor nodes could not be
inserted where they are supposed to be inserted without :
undesirable eftfects on the screen. This and other problems N
encountered and some suggestions for the refinement of the

model were transmitted to Dr. Gary P. Merkley who has since ?
rectitied the problem. B
L. In the assessment ot the operations cost for the Main System ¥

1n the Giritale Scheme, a TA was considered as working tull
time on operations activities. He supervises all the
activities ot the operation phase of O&M 1including the
operation of the Division Operation C(enter and the FYield
Operation Units. He is supported by TAs, WSs and PLs assigned
to the various FQOUs.

In the assessment where salaries of 7TAs was included, the
estimated cost was about Rs,. 75 per acre. 1f the salaries of ;
the TAs was excluded the cost would be only about Rs. 63 per P
acre. The Irrigation Department provides funds for the
salaries of work supervisors and permanent laborers. If these
items are excluded the operations cost would decrease further.

[N

In the assessment of the operations cost for the Distributary
Canal System, a DCO Water Master (Jalapalaka) was considered
to be working full time for 8 months during a year and should
be compensated as such. He 1is also allotted a bicycle
allowance so he could be mobile. FCRs assisting him should i
3 also be compensated. With these considerations the estimated .
' cost for operations in the D-Canal System would be about Rs. B
32 per acre. The computation of the operations cost was '
detailed in Exhibit 111-3~11 of T.A. Cerdan’s End of T7Tour
Report. '

2.2.2 INNOVATIVE STRATEGIES ADOPTED
I'here were tour major innovative strategies adopted during the LOP

to improve the implementation of the (0&0 Component. lThese tour
strategies are summarized as tollows:

o One ot the most important innovative strategv implemented
under the U&M Component was the participatory management of
the ID/IMD and farmers in the O&M program. Both in

maintenance and operation the tarmer accompanied the 1D staff

in the walk-through surveys to determine the maintenance and

operation requirements for project implementation. Also in the

process of identifying the rehabilitation requirements for the

D and F canals the TA staff discussed the rehabilitation

program with the farmers before making final plans, estimates ,
and costs. Furthermore when DCFOs took rehabilitation -
contracts on their D an F canals the ID Technical Assistant L
staff assisted them by providing construction management and
construction practice advice and provided them with training

in quality control of construction.
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All ot those participatory management ettforts on the part ot
1V/1IMD and Farmer Organization was a major break through and
achievement in the sustainability ot the DCFOs.

To accomplish the Annual Maintenance Plans for the 7 Main
Systems and tor the 201 Distributary Canal System and to
implement the improvements to Systems Operation over the LOP
it was necessary to devise a means to collect the data
necessary for implementation of those requirement in an
efficient manner., To solve this problem, the Consultant
implemented the walk—~through survey of the canal systems for
both maintenance requirements and operation requirements.
Initially for the Main System these two survey were conducted
simultaneously in order to reduce the time necessary for
walking all the Main and Branch Canals under each system. The
Annual Maintenance Plans for all seven Main Schemes were
completed before PACD and for 92 of the 201 DCFOs under the
Project. Only the 109 DCOs in the Gal Oya RB and LB were
remaining to be completed at PACD. In System QOperations the
walk-through survey identified the location of water
measurement gages; the location and type of new control and
water measurement structures and the use of existing structure
wherever possible for measurement.

The survey also determined the water measurement reguirements
tor measuring the amount of water at the boundaries between
DCUs., As or PACD two Schemes, Giritale and Kaudulla, have all
the planned water measurements facilities in place based upon
the data collected during these walk-through surveys. In Ridi
Bendi Ela Scheme in Kurunegala Range 95% of all water
measurement structures were in place and calibrated Only in
Parakrama Samudra, Minneriya and Gal Oya KRB do installation of
gauges and construction ‘of structures remain to be
accomplished at PACD.

Training in Water Management, ME&F and In-Service Training to
PM, 1DOs, [0s, TAs, WSs, MEF/FM Assistants and Farmers were
accomplished by utilizing the practical ground root approach
for training rather than the modern thcoretical approach as
outlined in the Mid-Term Evaluation Report. Success in the
ISMP Training Program must be given to this strategy as
programs initiate by people who knew the practical approach
was the way to succeed on the ISMP. In other Projects, where
theoretical +training was 1is imposed 1little result were
achieved, however, under 1SMP results from this practical
training concept was a major breakthrough that enhanced
Project implementation considerably. The people who did this
training were:

Yrotessor G.V. Skogahoe ~ Water Measurement/Calibration
pr. G. YMerklv - CUomputer Assisted W.M. Module ‘fraining

br. K. Smith/w. Ellawala - MEF Program Iraining




J. McCallum/H.A. Premaratna - In-Service Training for:
- TAs, WSs, - 130 people
- Institutional Organizers - 85 people
- Field Canal Representatives - 250 people
- PM and MEF/FM Assistants - 16 people
- Training of Trainers TAs -~ 20 people

‘The training provided by the above Short-Term Consultants was
instrumental in the success and the implementation of the O&M,
FO Development, MEF and FM Components under ISMP.

A computer program for the ISMP Schemes was developed and
utilized in water management operations. This program 1s less
complicated than the model developed tor the Gal UOva Lett Bank
Svstem in the Ampara Range. All the parameters used to compute
the water requirements for the various activities in
agricultural! production and the different crop stages are
entered in the model. By entering the node (water measurement
point) gauge height, rainfall and cropping data the computer
outputs the volume of water passing through each node. Based
on the programmed water management index the system operators
will know if more or less water is passing through each node,
which should be jointly field verified by the TA and the DCO
water master (Jalapalaka) concerned and then make the
necessary adjustments in the flow.

At the end of the cropping season a Seasonal Water Repcrt and
a Reservoir Operations Report will be prepared for use in
planing operations for the next cropping season. The

development of these three water management models is a major
achievement to meeting the Project goal of better water
management for increased agricultural production.

2.2.3 SUCCESS AND SHORT-COMINGS
2.2.3.1 Successes under 0O&M Component

There were several successful O0O&M accomplishments over the LOP.
‘fhese successtutl accomplishments are noted hereatter.

o The development ot the Annual Maintenance Plans tor the Main
Irrigation System and tor the Distributarv Canal Svstem was a
major achievement under the Project.The Annual Maintenance
Plans tor all seven Schemes in the Project were completed by
PACD and tor the 92 DCFOUs in the Parakrama Samudra, Giritale,
Minneriva, Kaudulla and Ridi Hendi Ela Schemes. Unly in Gal
Oya LB and KB has the preparation of the DCFU Annual
Maintenance Plans remain to be accomplished at PACD.

The success of the Preventative Maintenance Program, which is
to be implemented after PACD, will be directly influence by
these Annual Maintenance Plans developed over the LOP. If
adequate funds are provided by the GOSL for the Main
Irrigation Plans the Preventative Maintenance Program will be
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a success. fturthermore it the DCFO Annual Maintenance Plans
are funded and implemented by the farmers with the assistance
or the 1D 'TA statt the long term sustainability of those
Distributary Canal Systems will be achieved.

The development ot the Computer Assisted Water Management
Model was a major achievement, however, 1its success in
assi1sting the 1D and the DCFOUs in better Water Management for
a more equitable distribution of water remain to be seen at
PACD.

The setting up of the Scheme Water Management Cells,
Organization and Infrastructures to implement the improved
System Operations and Water Management was a success, however,
the implementation of the program remains to be fully
accomplished at PACD.

Training to TAs, WSs, MEF/FM Assistants, IDOs and Field Canal
Representatives in 0&M, MEF and FM was a success.

2.2,.3.2 Short-Comings Under the 0&M Component

‘'here were a two major short-coming under the 0&M Component; they
are noted below:

o]

The short-coming with the greatest impact on the achievement
orf Proiect Goals and objectives was the termination of the
Project at PACD rather than extension of the PFroject for two
vears as recommended in the Mid-term Evaluation KReport. By
terminating the Project at PACD the sustainability of the
treventative Maintenance Program and Improved System Uperation
Program can not be assured as they will not have been
implemented or tested for even one year. With a two year
extension these programs could have been implemented and
tested in all Schemes. Further more the FPreventative
Maintenance Program for the DCFOs in Gal Oya RB an LB were not
completed as of PACD and the implementation of the 92 DCYO
Annual Maintenance Plans for the Polonnaruwa and Kurunegala
Schemes had yet to be implemented at PACD.

Another major short-coming under the 0&M Component was the non
achievement of the rehabilitation program. Although the
rehabilitation in the Gal Oya Systems started two years late,
progress there was interrupted many times from mid-1989 to
PACD so that only about 10% of the planned work was completed
in Ampara Range by 30 June 1992. In Polonnaruwa Range about
675 km were rehabilitated out of 1600 km planned or about 42%
as of PACD with the overall percent complete for the two
Ranges of only 33%.

Even in the best of circumstances over a 5 year LOP only about
65% of the 2222 km planned could have realistically been
achieved. Therefore there was a major mis-calculation 1in
project implementation planning in the Project Paper.




As of 30 June 1992, the Annual Maintenance Plan and related
documents for the Ridi Bendi Ela Scheme Main System has been
completed. ‘he Annual Maintenance Cost tor these work is Rs.
2,223,363 or Rs. 339/Acre.

ANNUAL MAINTENANCE PLAN — DISTRIBUTARY SYSTEM

As ot 30U June 1992 the Annual! Maintenance Plans and related
documents for the eleven DCOs in the RBE Scheme have been
completed. Sinhala translations of these documents will be
prepared by the 1D before the official hand over ot the D-
Canals to the 0CUs.

PREVENTATIVE MAINTENANCE (PRIORITY REHABILITATION)

As stated earlier, considerable work in this Scheme remains to
be accomplished on Sub-Projects for which PILs have been
established by USAID. Only Sub-Projects 4 and 17 have been
certified 100% complete and the remaining 15 Sub-Projects are
in various levels of completion ranging from 07% to 86.0%. The
outstanding work involved is Rs. 9,514,537 as of 30 June 1992.

STATUS OF PREVENTATIVE MAINTENANCE — AMPARA RANGE

AI

ANNUAL MAINTENANCE PLANS - MAIN SYSTEM

As ot 30 June 1992, the Annual Maintenance Plans and related
documents have been completed for both Gal Oya Rb and LB Main
Svstems. The Annual Maintenance Cost for the Gal Oya LB was
tound to be Rs. 6,636,937 (Rs. 107.5/Ac.) and for the Gal Ova
RB Rs. 7,109,189 (Rs. 206.22/Ac.).

ANNUAL MAINTENANCE PLANS - DISTRIBUTARY CANAL SYSTEM

Considerable work remains to be done in order to complete the
Annual Maintenance Plans for the 36 DCUs in the Gal Oya KB and
the 54 DCOs in the Gal Oya LB as of 30 June 1992. Walk-Through
Maintenance Survey, preparation of Quantity and Cost
Estimates, preparation of Annual Maintenance Plans,
preparation of Maintenance Diagrams and the translation of
these documents into Sinhala or Tamil have yet to be
undertaken,

As of 30 June 1992, only the field work for the above
activities has been accomplished in 10 out of the 36 DCOs in
the Right Bank and 34 out of 54 DCOs in the Left Bank. 1D
should complete the Walk-Through Maintenance Survey for the
remaining DCOs so that the Annual Maintenance Plans can be
completed.

PREVENTATIVE MAINTENANCE PROGRAM - GAL OYA LB

Under the Preventative Maintenance Program for the Gal Oya
Lett Bank System, six Sub~Projects have been started. Five of
the six Sub-Projects have been certified between 56 to 81%
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complete. Only one Sub;Project SP No. &4 has not been certified
completed as only about 35% of the work under that Sub-Project
has been completed. .

2.2.4.3 STATUS OF IMPROVEMENTS TO IRRIGATION SYSTEMS OPERATION

Rehabilitation in the Irrigation Systems Management Project was
undertaken hand~in-hand with the implementation of the Action Plan
for water management ope:ations programs. The Action Plan could not
be fully achieved due to the low priority given to water management
improvement programs. The installation of measuring devices started
moving only atfter the Irrigation Sector Assistance Agreement
between the GOSL and USA1D was finalized, but the implementation
was slow. The existing Field Operation Units in the Minneriya
Scheme and in the Parakrama Szmudra Scheme have yet to be improved
and provided with the same visual aids and lay-out maps displayed
1in the FOUs in Giritale, RBE and Kaudulla.

tThe detailed procedure tor the collection of field data to be
transmitited to the bivision Operation Center based on the prepared
water Management Operations Charts tror the Kaudulla, PSS and Bk
have not vet been prepared.

The control and weasuring devices in the main and branch canals in
the Yarakrama Samudra, Kaudulla Low Level Canal, Minneriya and GORB
Schemes have mnot yet been improved and provided with plastic
gauges. The location of additional measuring points identified at
the boundaries of DCOs have been identitied, but not yet
established and calibrated and discharge curves/tables prepared.

Establishment of control and measuring devices and assessment of
canal losses in the distributary canals in the Low Level Canal in
the Kaudulla Scheme, Parakrama Samudra Scheme, Minneriya Scheme and
in the Gal Oya Right Bank System have yet to be undertaken.
Likewise, the calibration of these measuring devices must be
undertaken as soon as they are installed.

The CASOM in all the Schemes except Giritale and Gal Oya Left Bank
System had not yet been utilized for Water Management Operations.
In the Gal Oya Scheme, although the program for the new model has
been installed in the recently acquired Computer, the printer for
the old computer is not compatible with the new computer, so they
cannot use the program.

In KBE, Kkaudulla, PSS and Minneriva Schemes, thev have not yet
started gathering tield data to be used in the CASOM installed in
their computers. l'he computers in the Dbivision Operation Centres
usuallv break down and some computer accessories trom the Range
Uperation Centres have to be transferred to the Division Uperation
tentres to replace the computer accessories that broke down. As a
result, the preparation ot the BSeasonal Water Reports and the
Reservoir Uperation Reports is delayed. These reports should be
prepared immediately after each cropping season so they can be
analyzed and wused in programming the next seasons cropping
activities,
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2.3 FINANCIAL MANAGEMENT IMPROVEMENT ' ;{
P
2.3.1 ACCOMPLISHMENTS

As expected over the LOP some major accomplishments were expected
to be achieved under the Financial Management Program, these
accomplishments were:

o Assisted the DCFOs to levy a membership fee from the members
instead of O&M fees :
%
o] Assistance provided to IMD in introducing a simple FM system
to the DCFOs

o DCFOs create Development Funds and utilize that money for
supplying of agro-inputs and to buy materials for construction
work

o 125 DCFOs have a balance of Rs 2,465,315 in their J}evelopment
t'unds

o) FM Assistance, Institutional Organizers and F.C.

representatives were trained in Financial Management in order
to have healthy DCFOs

o 155 DUrUs have opened bank accounts
o The preparation ot annual budgets were introduced to the LCFOs
0 22 DCFOs obtained credit facilities to buy fertilizer and ;

Agro-Chemicals from the banks

o DCFOs maintained the Address Records and Specification
Registers of their own DCFOs.

o) 17 DCFOs engages in marketing of agricultural produce in
concurrence with the Regional Rural Development Bank

o Advice and guidance were given to the DCFO Treasurers in
preparing the income and expenditure statements

o] The audit in FOs are taking place in accordance with the FO :
constitution by hiring a part time person knowledgeable in i
accounting. 3

2.3.2 INNOVATIVE STRATEGIES ADAPTED

o ‘I'he U&M water user tee was not collected from the farmers from
the latter part ot 1988 and the Government has not encouraged
the tarmers to pay the fee as those in previous years. From
1988 Operations and Maintenance fee collections had stopped in
all the Schemes due to the disturbances in the island.

75




o Exzecutive committees of some DCFOs decided +to 1levy a
wm.mbership fee from the member farmers for the development of
t ie DCFOs. This was originally started in Minneriya and
Kkaudulla Schemes and then followed by the other Schemes.

o Some DCFOUs were Kkeen on promoting a Development Fund in their
organizations. This Development Fund consists of membership
tees, enrolment fees, special contributions from the farmers
and whatever thc money they have collected from entertainment
shows, ftarmers, etc. In 1S8SMP, some 145 Farmer organizations
have started Development Funds in their organization and this
monev has been deposited at the State Banks and Cooperative
Rural Hanks.

o Some DCFOs who have management capabilities have decided to
utilize the Development Fund money tor the benerit of their
member farmers and started supplying agro-inputs with the help
of the Systems Level Farmer Organization. 1ln addition to the
supply of agro-inputs, some have engaged in marketing
activities too.

(o} The DCFOs have maintained Cash Books, General Ledger, Purchase
and Sales Ledger, Membership Register, Address Records and
Specification Register. Where the need arises they have
introduced other books too.

o The DCFOs are becoming creditworthy and they had discussions
with the Banks and obtained 1loans for purchasing agro-
chemicals. Some have obtained large loans to purchase paddy
from farmers.

o The DCFO officials created an enthusiasm and demanded training
tor preparation of Annual Budget, Preparation of Crop
Production and Annual Maintenance Plans.

2.3.3 SUCCESSES AND SHORTUCOMI1NGS

The objective of the Improvement Financial Management System was in
the coliection ot U&M tunds available at the proper time and in the
appropriate amounts. lhe FM System developed in 1988 was designed
to increase the level of accounting capability in the Project
otfices and NCFUs. It attempted to establish a loss recovery system
tor D and F canal O&M costs, improve record keeping and train DCFO
farmer representatives in carrying out the procedures relevant to
operating and maintaining the D and F canal system. The records and
registers to be used in the plan are computer based. The system is
based on the following components:

O8M Project Awareness Record

Specification Registers

Current year and five year payment record

Acddress Record

Unauthori _ed irrigated land 0&M fee payment records.

00000
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‘t'his program was started on a pilot basis, however, it could not
continue due to non-availability of O&M fees and non-accessibility
to the computers because none were available for their use. As
expected, FM/MEF Assistants were not given the +training in
computers. As planned, DCFO officials were not trained in FM till
1991. Under the 1991 Work Plan the FM System was discussed in
detail and a simple FM System was introduced to the PMs, 1DO,
FM/MEF Assistants by the Deputy Director IMD in January 1991. In
turn, FM Assistants and 1DOs trained the DCFO officials in FM and
all DCFOs began to keep their books and records. This was just a
beginning and should be a continuous program to assist the DCFOs in
FM practices.

o Most of the treasurers in the DCFOs belong to the old
generation so it takes more time for them to urderstand. Most
do not have the basic educational qualifica..ons to follow
this training, however, they are very honest and trustworthy

farmers.
o DCFOs have become the legal entities under the Agrarian
Services (Amendment) Act No. 4 of 1991 and some are

considering doing agro-businesses to become self reliant. They
need more training in agro-business, a\skill development and
financial planning in the near future.

o DCHFUs levy a membership fee from the members. This fee is
diftrterent trom one LDCFU to another DCKFO and sometimes from one
Project to another Project and it i1s not a standard tee. In
the 1992 Work Plan it was proposed that this levy should be
one bushel per acre per season. This amount was considered a
reasonable tfee to cover all 0&M requirements. The importance
of this fee requirement should be explained to the farmers as
the basis for getting viable FOU and the unseen potential
dividends that will be gained by its members.

2.3.4 STATUS OF F.M. IMPROVEMENT AT PACD

The Implementation of the Financial Management System has taken
place in DCFOs/SLFOs only in year 1991. The 10s that have remained
on the Project must give priority to FM activities at PACD and
after PACD.

At the start of Project implementation, the water users fee was
charged by the Government, however it was stopped due to civil
disturbances in the country. Subsequently, farmers themselves
decided to levy a membership fee from the members.

The PMs, 1DOs, FM Assistants, 10s and Farmer Representatives should
take an initiative to enrol all water users as members of the DCFOs
as up to now only about 60% are members of the DCFOs and therefore
immediate stops should be taken to enroi the remaining 40% as
members.

The collection of tees should be continuously on a bi-annual basis.
it 1s important to collect membership fee from ail members without
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any dues. The collecticn of fees can be handled by Farmer
Representatives and they should be remunerated for their services.
As proposed in the 1992 Work Plan the levy should be one bushel per
acre per season and this could be implemented at PACD.

The Government should state their Policy on Farmer Organizations
formed in Major Irrigation Settlements even at the PACD. Delaying
ot stating the Government Policy is not a healthy citation for the
development of viable Farmer Organizations.

some Farmer Organizations are following the preparation of Annual
Budgets and Annual Maintenance Budgets and Plans with the help of
the lIrrigation Department. 7This has to continue even with the
monthly income and expenditure statements.

Atter obtaining the legal recognition some DCFUs are now capable ot
getting bank credit for their new activities in the LDCFKFOs. When the
PLFOs are in a sound and viable state and creditworthy they will be
able to raise bank tunds for their projects.




2.4 MONITORING EVALUAT1ION AND FEEDBACK
2.4.1 ACCOMPLISHMENTS

Uver the Life-of-Project a considerable etfort was involved to
achieve the accomplishments outlined in the Project Paper tor the
MED Component.

For the first two years of the Project, a MEF System was prepared
under the guidance of an Expatriate MEF Specialist with the
assistance of a local MEF Assistant. During that period of time no
counterpart MEF Deputy Director had been assigned by IMD for
coordination with the MEF Specialist on the MEF Program being
developed. Since there was little guidance from the IMD on the MEF
Program needed for the ISMP, the Consultant Specialist at attempted
to satisfy the requirements in the Project Paper as well as the
recommendations made in the USAID Assessment Report of December
1988. However, at the Mid-Term Evaluation, the MEF Program that has
been prepared up-to that date was considered too complicated and
extensive with some 538 indicators to be effectively implemented as
the MEF Systems for monitoring the ISMP on a seasonal basis.
‘therefore, the following recommendations were made at the Mid-Term
Evaluation to attempt to get the MEF program back on tract and have
it in place and working before PACD.

o An in-depth assessment of existing MEF Svstems should be
1nitiated

The assessment should be carried out by a highly qualitied
protessional with demonstrated experience in implementation ot
Intormation Management Programs both at +the National and
Project levels.

The Assessment of the MEF System shouid be carried out in three
stages, namely:

Stage 1 Review Project MEF documents and interview
personnel to be involved in MEF Program

Stage 11 - Conduct a workshop to define the indicator
required, staffing and training requirements
and formulate formal and informal
communication and feedback strategies.

Stage III - Determine details of technical issues such as
the formulation indicators, sampling
techniques, monitoring forms and reporting
procedures.

Once the MEF System starts to ftunction, another review by the MEF
Specialist is necessary to ensure the program is in place and
works. A final workshop should be held to review progress and make
necessary changes to institute the svstem throughout the ISMF and
INMAS Programs. :




Based upon the above recommendations in the Mid-Term Evaluation
Report, IMD initiates a program to follow the recommendations by
authorizing the Consultant to bring a highly experienced Expatriate
MEF Specialist to the Project to make the in-depth assessment of
the MEF Program developed to date under ISMP.

From the date of the Mid-~Term Evaluation to the time which the MEF
Specialist was planned to come to review the Program was a period
of about one and a half years. During that period the MEF Program
developed in the first two years of the Project was revised to fit
the recommendations of the Mid-Term Evaluation Report.

During late 1989 and 1990 the emphasis was to perform the tollowing
in advance ot the 1ln-depth Assessment.

o Review and Ketfine M™MEF Report - Current data collection
efrorts and MEF reports were reviewed and retined based upon
teedback from VCFUs to I1MU and LD. Revisions were made to the
existing MEF Computer Program to revise the report formed and
to considerable reduce the number of indicators to about 145.

Iraining Program for MEF - Data collection formally by KVSN
of the Extension Division of the DOA no longer could be
counted on. Previously 74 had been trained and it was planned
to train another 190 in 1990 but this never materialized.
Therefore, other sources of enumerators for data collection
were required. 10s were to be considered for this data
collection and training in MEF data collection was provided
during 1990 to fill the gap of KVSN. Four MEF/FM Assistants
were given training on post-harvest data collection in 1990.

MEF Implementation Area for 1990 -~ The post-harvest data
collection program was implemented in 34 DCFOs in 1989 and 62
DCFOs in 1990 including Gal Oya RB. The areas where MEF
programs was implemenfted in 1990 is presented on Table 2-4-1

TABLE 2-4-1
MEF IMPLEMENTATION AREA 1990

{Minneriva

i Kaudulla
{Giritale

tRidi Bendi Ela
i1Gal Oya




a) Post harvest data collected following the 1989/90 Maha and the
1990 Yala seasons.

b) Seasonal MEF reports prepared tor the two seasons.

in late 1990, LMD requested USAID to approve a three-month short
term assignment of the MEF Program as of January 1991. The
assignment was approved and Sheladia Associations 1nc. engaged Dr.
Kenneth Smith, a person with very substantial! experience at
national and project level Management Intormation Syvstems (MIS).

bDuring Dr. Smith’s first assignment to ISMP (1/1/91 to 2/4/91) he
worked directly with IMD’'s MEF Deputy Director, Mr. W. Ellawela, to
help review the existing MEF System as directed by IMD. The key
accomplishments during this assignment are summarized below:

o] Discussion with IMD/USA1D/ID Senior officials to develop
and define the Scope of Work of Assignment and to examine
existing MEF Reports and methods for collecting data and
reporting information for Project Monitoring and
Evaluation purposes.

Two field wvisits were made to 5 of the 7 Irrigation
Schemes of the Project to evaluate the existing MEF
practices and to interview ID, IMD and DCFO members
regarding the requirements tor information to monitor and
evaluate project progress and to inspect the status.

Atter the two field visits, a dratt of the Manual for
Analysis of MEF System Data and the MEF System Manual was
submitted to IMDL/1D and a three day Actin ‘fraining
Workshop/Seminar was held in C(Colombo to review and
tinalize the two Manuals.

A dratt report on findings and recommendations was
prepared and submitted to USAlD and IMD and fol lowed by
review and modification to the recommendations. The MEF
Specialist Assignment was extended by USAILD to

- finalize the MEF Report of Findings and
Recommendations

Conduct a one-week workshop in Statistical Data
Analysis - tc¢ teach MEF Assistants and 1DOs to
analyze post-harvest survey data

Finalize MEF Seasonal Survey Questionnaires
Finalize new MEF System Manual and detailed
description of new MEF System recommendations for

ISMP/INMAS

Finalize MEF Monthly Report for 1&M and FO activity




- Conducted a four-day Workshop to assist MEF
Assistants to process data from the monthly reports
and then prepare the initial MEF Monthly Reports
for February 1991.

At the end of the Specialist’s first assignment on ISMP, a new MEF
System had been introduced and Monthly Reports starting in February
1991 were ready to be issued and continued thereafter. During the
remainder of 1991, this MEF System was Pilot Tested in 16 Major
Irrigation Schemes - six (6) initially under ISMP and subsequently
tour (4) under World Bank MIRP, as well as six (6) other schemes
under GUSL 1NMAS Program.

During the period from February 1991 to December 1991, 11 MEF
Reports were issued utilizing the MEF System adopted by the first
assignment of Ur. S8Smith, USAIU and 1MD agreed it would be
peneticial tor Ur. Smith to return tor a one month assignment in
January/February 1992 to review and tollow-up the status of MEF
impiementation prior to termination of USALD 'I'A under lSMP.

buring his second assignment, he again worked with 1MD MEF Deputy
UVirector, Mr. W. Ellawela, and pertormed the follow-up actions:

o Reviewed and discussed the 11 months ot etforts and
prepared reports tor February - December 1991.

o} Made field trips to all seven 1SMP Schemes and one MIRP
Scheme to meet project officers responsible for the MEF
System at the Scheme level. Attended Project Committee
Meetings, DCFOU Meetings, FCG Meetings and had discussions
with Project Managers, 1Es, 1DOs, MEF/FM Assistants,
FCRs, DCFO officials to discuss the MEF System that was
implemented during 1991. Sufficient information was
collected during the field visits to provide a meaningful
feedback for MEF Systems Program Assessment.

o] A draft assessment report on findings and recommendations
was the basis fora two day action-training
workshop/seminar. The objective of the workshop was to
verify the findings of the field visits with participants
(FM, MEF Assistants, IDOs, 1D and selected farmers).

o} A tollow-up review was held with Senior IMD/1D and USAID
otticials to review and discuss the findings and
recommendations or the initial assessment of the MEF
System implementation in 1991.

o A tinal report was prepared and submitted with detailed
tindings regarding the three reports to be i1ssued under
the 1S5M¥ Program —— 1i.e. Annual /Seasonal Planning Revort:
Monthly Report; and Post—harvest Seasonal Survey Report.

o] A final workshop was held for 1SMP/INMAS Project Manager
and selected staff members to have them finalize with
them the MIS components and to prepare them for adopting
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and replicating the MEF System throughout the country.

As a result of this assignment by the MEF Specialist,a new MEF
Svstem  was introduced under the ISMP that was working
satistactorily at PACU and was being implemented in the Major
irrigation Schemes under the INMAS program by 1MD.

2.4.2 INNOVATIVE STRATEGIES ADAPTED

Several problems were encountered in implementing the MEF System
tor ISMP during the tirst 2 1/2 years of the Project; however,
arter the Mid-Term Evaluation the MEF System was re-designed and
successfully completed before FACD.

‘The primary reasons for the success i the sysiem was the adoption
of a series ot workshops during the tormulation and final
evaluation stages of the program to ensure that all participants at
the Scheme level as well as the National 1level understood the
System proposed and were ready to implement the System and
replicate it throughout the country. The strategy of using a series
of workshops were found to be instrumental in the using a series of
workshops were found to be instrumental in the implementation ot
the new MEF System which provides three Reports, ore for
Annual /Seascnal Planning; one for Monthly Reports, and one for
Post-harvest season survey. Without the series of seven workshops
conducted during Dr. Smith’s two assignments, it is doubtful that
the new system would be eftectively in lace and running by PACD.

2.4.3 SUCCESSES AND SHORTCOMINGS
2.4.3.1 Successes

The major successes of the MEF component is that a simple
and practical PMEF system has been developed and tested
tor a year and a halt and tound to be adequate tor
monitoring the FOs progress in their development process.

Shortcomings .

1t was unfortunate that it took 2 1/2 to 3 years of the
Project time and money to get the MEF system that was
needed for ISMP in place and running. Many features
ccntributed to this delay, but eventually the system
needed was provided by PACD. However, only MEF Reports
for the last 17 months of the Project were available for
use with the new system during the LOP.

Computers were not provided for theMEF component and this
was a major deficiency that had to be overcome during the
LOP.

The MEF system adopted for 1SMP is not computerized,
however, this can be done using an existing computer
program at little cost to ISMP.




o Monthly reports scheme was providing the monitoring data
to each DCKFO in the Scheme. This should be printed and
circulated to all Scheme level officers.

2.4.4 STATUS OF MEF AND PACD
The status of MEF System as of PACD is:

Despite some resource limitation, and a few minor problems, theMEF
system designed in February 1991 and tested initially during an 11
month period in 1991 on six ISMP Schemes is intact, and has been
implemented conscientiously by IMD Headquarters, Project Managers
and field personnel for the past 16 month. In the MIRP and INMAS
Schemes, for the most part, pilot implementation only began in the
past eight months, but the personnel involved were generally
enthusiastic about the MEF's ©potential, and some slight
modifications have already been made to the report questionnaires.

At PACD, most attention and effort has been devoted to establishing
reporting tormats and routing channels -~ trom the various farmer
organizations to the Scheme Projects Manager, and then to the 1MD
Jeputv Director tor ME}Y -- and manual summary/analysis and charting
progress. l'co the degree that it has been implemented, the MEF 1is
tunctioning largely as intended, and is now beginning to provide
usetrul) teedback -- tor both tarmer organizations and GUSL managers.
Some ot the key concerns ot frfarmers in the 1SMP Schemes (as well as
concerns ot the GUSL) are now being tracked and highlighted by the
MEY System. lssues highlighted in each MEF report now constitute
the agenda for each area’s Project Management Committee to review -
- and attempt to resolve ~-— during its monthly meetings.

Visits with farmers and other involved otficials indicate however .

that while the general status of irrigation and farm organization
development throughout the country is becoming clearer to officials
at both the field and central office levels, this increased
awareness -- as a result of the MEF ~- is not being matched with an
enhanced response, or an increased capacity to rectify the
constraints so noted and prioritized. Consequently, the level of
farmer frustration with perceived Government inaction is beginning
to rise.

The present pattern of reporting, analysis and presentation from
tarm organization to the GOSL is only a necessary first step (which
should be retained for the foreseeable future). A similar pattern
should also pe established and sustained at the next lower level —--
i.e. within each tarmer organization —-- trom the farmers Field
Lanal! (¥C) representatives, to the DCFO chairman, for summarization
and comparative analysis by, and within the DCY0.

Computerization of the MEF at each Scheme Project Utfice -- while
highi{yv desired, and indeed desirable -- is not essential. The
requisite analvsis can be done manually, although it requires
considerably more time and eftort than is currently being expended
on data analysis. Ilndeed given the current extent and condition ot
1SMyP, MIRP and [NMAS tield-level buildings, otfice equipment
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furnishings -- i.e. minimal electric power, poor environmental
conditions for operation and maintenance and storage of typewriters
duplication/re-production equipment, photocopiers, and scarcity of
expendable supplies —-— there simply is no provision for effective
utilization and/or support of computers at present. Nevertheless,
when IMD is ready and able to upgrade some selected field-level
office environments, computerization of the MEF system -- for
instance the Polonnaruwa and Ampara District levels are appropriate
Iocal points to summarize data on the Schemes within those Ranges -
- and this would be an appropriate tirst step to tacilitate more
comprehensive data analysis and realize the MEF’s tuller potential.

Lack ot, and/or inadequate transportation is another concern of the
rroject Managers, and particularly 1MD's MEF Deputy Director which
1s currently constraining etfective implementation of the MEF. This
will be particularly important for supervising and extending the
MEF turther afield to difterent Schemes, and in greater depth at
the DCFO levels.

With respect to the development of DCFOs and turnover of
responsibility for the Distributary Canal System, it would be
appropriate to formalize the individual approach to DCFO readiness
assessment/evaluation, and conduct wider widespread awareness
training based on the current "score card".

Much more remains to be done to strengthen this fledgling MEF
system within the pilot areas, as well as to provide the impetus
and the means for replicating the MEF model! in the other —- as yet
unreached -- INMAS Schemes. In retrospect, the MEF was originally
anticipated under ISMP to require two years of development and
three years of implementation to attain full affectivity. Given its
late development in the ISM Project, the current status of MEF
implementation after only one and a half years is commendable. The
system is beginning to demonstrate its utility as a catalyst ftor
what could ultimatelv become a new paradigm for farmer level
organizational development. Nevertheless the MEF has not had time
to mature; is not yet institutionalized, and its tull potential has
st1lJ) to be realized. ror example, in addition to setting the
agenda tor monthly Project Committee Meetings and resolution of
1ssues, priorities highlighted in the MEF could also be the basis
tor scheduling 10 monthly work activities,

IMD’s Deputy bDirector tor MEF and the ISM Scheme, Project Managers
have ©provided the leadership to date to coordinate MEF

implementation, but it has been +the MEF Assistants and
Institutional Organizers at the Scheme level who have played -- and
tor the foreseeable future must 'continue to play -- the Kkey

intermediary change-agent role to institutionalize and replicate
this system at the Farmer Organization level. Without the ability
for IMD MEF implementing personnel to meet and follow-up regularly
with DCFO representatives in face-to face meetings, theMEF will
rapidly degenerate into a written report which is prepared and
distributed but goes largely unread -- rather than a systematic
means for identifying issues and generating action -- and
implementation will falter.
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More sophisticated analvsis of existing data is feasible, but it
cannot be undertaken without additional training for MEF Assistant
and/or 1DUs who are processing the data. Accessibility to a
computer would also facilitate such analyvsis.

Most individuals responsible tor the gathering and analysis of data
-- i.e. 10s, IDOs, and MEF Assistants -- are contractual personnel
whose employment is co-terminus with the 1SM-funded Project.
(Survey Enumerators also play a vital role collecting dat from
farmers fro the Post-harvest Survey.) The rate at which officials

and individuals in various Irrigation Schemes and DCFOs learn to’

use the System find it useful in meeting their needs, and accept
responsibility for its continued operation varies considerably from
one situation to another. At this early stage of MEF System
installation, it is premature to anticipate +terminating the
involvement of such individuals in MEF implementation and future
development for the foreseeable future.
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2.5 TRAINING CAPACITY ENHANCEMENT
2.5.1 ACCOMPLISHMENTS

Under the 1SMP Training Capacity Enharcement Component, training
support was provided primarily to assist the following tour Project
components to implement their respective activities over the LOP.

1. Farmer Organization Development Component

2. Operation and Maintenance Ilmprovement Component
3. Financial Management Improvement Component

4, Monitoring, Evaluation and Feedback (Component

iraining activities that were planned tor these components were
generallyv on scheduie and the objectives of the training programs,
1n terms ot the number of pecople trained, were realistic.

I'o achieve the main objectives ot the Training Capacity knhancement
Component, it was planned to provide both In-Service training to
ID, IMD and OCFO members as well as to 1) provide overseas training
to selected project participants. The major effort on I1ISMP was to
strengthen the capacity of the ID/IMD and DCFO members by a series
of well developed in-service training programs in FO Development,
O&M, FM and MEF implementation requirements.

One of the main objectives of the 1SMP was to improve the
participatory management in the Distributary Canal System Service
area. This requirement became even more essential based upon the
GOSL decision in early 1989 to turn over the Distributary Canal
Systems to the Farmer Organizations for operation and maintenance.
Because of this decision, IMD decided to institute a series of
Agency In-Service and Farmer training programs in operation and
maintenance.

These in-service training programs were based on the objectives of
the 1SM Project and on the GOSL's participating Water Management
Policy. The ISMP in-country training programs were directly managed
bv 1MD while over-seas training programs were organized and
programmed by USAID. In both the in~country and overseas training,
the aim was to improve the management capacity of the farmer
organizations to assure a greater responsibility tor Distributary
Canal ovperations and maintenance works. Some ot the in-service
training that was provided in late 1990 and early 1991 that was
directed towards achileving this goal is summarized below:
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IN~-SERVICE TRAINING BY J. MCCALLUM/H.P. PREMARATNE
IN 1990 AND 1991

o l'echnical Assistants

- Module 1 - D-Canal Maintenance

- Module 2 - Main System Maintenance

- Module 3 - Implementation Maintenance Plans
Institutional Organizers/Course Report No. 1
MEF/FM Assistants Course Report No. 2

TA Module 1 Course Report No. 3

TA Module 1 Course Report No. &

WS Module 1 Course Report No. 6

Field Canal Representatives Course Report No. 7
Training TAs Training Teams Course Report No. 8
WS Module 2 Course Report No. 9

WS Module 1 Work Organization

WS Module 2 Quality Control

O0O0DO0OO0DO0OO0OODO

In addition, in-service training to over 80 Technical Assistants
was provided in water measurement and calibration to assist in the
improvement to Irrigation Systems Operations. Twelve lrrigation
Engineers also received training in the United States in the
application ot the Computer Assisted Water Management Model that
was developed tor improving System Operations. After receiving
training in the USA, these engineers were turther indoctrinated in
the use ot the computer model by applyving the information gained
trom the 1training on water measurement and calibration to the
computer model for two or the schemes under the 1SMP. At PACD the
computer model 1is being implemented in these two Schemes tor
improved water management practices, as a result of these two in-
service training programs.

In-service training in MEF¥ and KM was also conducted to Project
Manager, MEF/FM Assistants, 1DUs and selected 10s. ‘Iraining in
these areas was intended to provide a means for these lMD officers
to be able to train the members of the DCFOs in both MEF and FM.
This was a major achievement under the Project or as both FM and
the Monitoring of DCFO activities is critical to FO sustainability.

The overall LOP accomplishments under the Training Capacity
Enhancement Component conducted byu IMD for In-Country and Overseas
Training is presented on Tables 2-5-1 and 2-5-2 respectively. As
can be seen by these tables, considerable training was accomplished
under the ISMP,

2.5.2 INNOVATIVE STRATEG1ES ADOPTED

The approach adopted by the Training Consultants for the In-service
training was highly successful, and in this instance the active
support extended by Irrigation Department and Irrigation Management
Division otficials were remarkable. At the initial stage of the
training program, the Consultant had to identity the training needs
and number of pcople ot the various target groups to be trained. To
accomplish this, the PFProject Manager, Irrigation Engineer,
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Technical Assistants, Work Supervisors, 1DOs, Institutional
Organizers and Financial Management Assistants were interviewed by
the Consultant with the support of senior management officers in
order to determine the training requirements for each individual

group.

Following the identifications of the training needs of the various
groups, the Consultant prepared the draft training modules manuals,
hand-outs, work notes and briefing instructions and then circulated
these documents to senior IMD/1D officials for comments. All
comments were then amended to the manuals, modules and training
ai1ds accompanying documents prior to the start of actual training.

''he mutual conridence and trank discussions held between the senior
IMb /1D management with the Consultants prior to the training ensure
that the Consultants woulid run the courses with technically
competent documents based upon sound practical training
methodologies. '

In addition to this aspect, the Consultants planned the
implementation program in such a manner that the outputs from one
course were used as inputs to subsequent courses. When adopting
training methods, it was planned that the participants would have
a clear understanding of the job they were to pertorm under the
training program and that they should have the desire to do the job
to the set of standards at the end of the training.

Special innovative training strategies were introduced by
Consultant’s, J. McCallum and H.A. Premaratne, in initiating 14
training modules and courses during 1990 and 1991. The strategies
used to implement these courses which involved FO Development, O&M,
FM, MEF and Construction Practices for PM, IDOs, I10s, TAs, WSs,
MEF/FM Assistant and FO Field Canal Groups were unique and highly
successtul. The practical approach using a combination of classroom
techniques where all members of the groups actually participate in
the training programs and produce the results that could eventually

be implemented in the field. After group participation in the -

classroom, field trips to the work areas of the various groups were
taken and exercises conducted as on-the-job training of what they
had learned. In almost all cases, the results ot this type of
training was very successful and the people trained were able to
implement their respective works 1in a better manner and to train
others in what thev had learned.

2.5.3 BUCUESSES AND SHORTCUMINGS

In 1I8M Project areas, tangible results hrave been achieved atter
completion ot successtul training programs. The first ot these
represent the transter of skii.i to participants; one ot the major
successes in practical training approach was the walk-through
maintenance survey used to develop the Annual Maintenance Plans.
The surveys and annual maintenance plans were produced by Technical
Assistants for Distributary and Field Canal Systems with the farmer
representatives of each of the 92 DCFOs =surveyed. During this
walk~-through survey the farmer representatives received on-the-job
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training on how to maintain their Distributary Canals. Similarly,
the Technical Assistants have taken more effective roles in
advising and training tarmers on how to operate and maintain their
Distributary Canal Systems. 7This approach has enhanced the
participatory avproach to Irrigation Systems Management.

In this regard, it was a noticeable fact hat 1D/IMD ofticers who
were trained under the Project, i.e. WSs, 10s and FM Assistants
were taking an active part in assisting the Farmer Organizations in
their development work. This was accomplished either by individual
visits or by group training programs to Field Canal Group
Representatives. 1ln addition, Range Training 1leams were formed
under the leadership of Technical Assistants and it was expected
that the Institutional Development officers would take active part
in these Range Training Team activities.

Another success in 1SMP training was the training given to farmers
by the TAs and WSs when the DCFOs took construction contracts.
Initially DCFO contracts were not being successfullv completed
because the farmers lacked knowledge of construction management,
construction practices and construction quality control. Eventually
the TAs and WSs initiated training activities with the farmers to
improve their construction management and quality control practices
and by PACD the efficiency and quality of construction had improved
remarkably due to this training.

As a result of the training programs implemented over the LOP; the
participatory approach to the training of 1D/IMD officials and
farmers at all levels have changed their attitudes towards one

another. kspecially, the farmers attitudes towards the Irrigation
Department and IMD otfficials have been changed remarkably and the
spirit and cooperation that was developed over the LOP will help
sustain the concept of Participatory Management of Irrigation
systems.

2.5.4 STATUS OF TRAINING CAPACI1TY ENHANCEMENT AT PACD

T'he tarmer representatives and agency personnel who were involved
in Irrigation 8ystems Management Project were provided with
intensive training programs in order to steer the project
satisfactorily.

However, at PACD Consultant’'s were not in a position to train all
the personnel working in the ISM Froject areas, as envisioned in
the Project Paper. The training programs continued up to the end of
30 June (PACD) and a summary of the major programs implemented over
LOP are:




TASK 5.0 - TRRINING CAPACITY ENHANCEMENT Table V-1
Sheet {1 of 2

The tabulation below summarized the training completed froa 1987 to 1992 and the
training programed for 1992,

TRAININE PROGRAMS COMPLETED AS OF 1991 AND PROGRAMED FOR 1992,

IN COUNTRY TRAINING i 1 TOTAL § Progras

1992 11987/91} (Persons)

F4RMER ORBAHIZATION

Froject Managers

Operations Management
fwareness-Leadership Building
fgro Processing and Facking
Trade and Marketing

Skills Development

]
[]
H
1
!
[}
i
[}

OFERATIGN AND MAINTENANCE

Ike - Water Management SLITI
The - Hydraulic Operatiens

Ths - SLITI

Ths - Buality Control

TAs - Maintenance

TAS - Water Managesent SLITI
[€s - Water Management Nodel
I€s - Design and Prograaing
Computer Operators (W.M.Model}
#Ss - Bualizy Control

¥5s - SLITI

Farmer Leader OM - GIT]
Drivers/Dperators-Kaint, SLIT!
#5s - Maintenance

]
t
1
1
[l
]
1]
1
i
i
]
d
]
[
:
]
3
:
1
i
t
§
:
i
]
1
'
:
!
]
:
i
i
:
]
1
1
H
1
}
[}
'
1
]
1
1
[}
'

FINANCIAL MANAGEMENT
FM/NEF Assistante
DCD Dffice bearers
10s

NON. EVAL. & FEED BACK
10Fs - Enumerators
FH/MEF Assistants
Computer Dperators
Computer Supervisors
Monitoring Officers
0CG Reps.

FCO Keps.
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TRSE 8.0 - TRAINING CAPACITY ENKANCEMENT Table V-1
Sheet 2 of 2

The tabulation below sumsarized the training completed from 1987 to. 1992 and the
training programed for 1992

TRAINING PROGRAMS COMPLETED AS OF 1991 AND PROSRAMED FOR 1992.

COMPLETED DURINE {Persons}

1992
: ' ' i Frogram
V1998 ! : 1987/91: (Persons)

CROP DIVERSIFICATION

Awareness Training to officers
Field Dfficers - SMG, Al, BSN
fnareness Training to Farmers
Sub. Matter Training to Farmers
Field days/Tours
Fieid Ext. Volunteers

1%

400
308
300
1808
[}

i, FUNDED FROM USAID BRANT {03 RECURRERT
i EAF)

iTask | - FARMER ORGANIZATION

; 108 - Pre-service Training
' ID0 - In-service Training
1 10 Fre-service Training

; 10 In-service Training

—
R -~ B -~ ]

Field Dfficers

DCO Office Bearers

F.0. Representatives
Fareers On Job

Farser Exchange Frograa

Total In-Country
Overseas Training Funded by USAID Grant

Acadaeic us

JITRNCAP




TABLE V - 2 Sheet { of §
OVERSEAS TRAINING - FUNDED BY USRID GRANT

4 i i tPost training
Nane of iDesignation/ VInstitution iDuration i i iAssignaent/
Participant } iRemarks

83-0@81-1-6885& {1E/1D HO M.S. in Eng.

' .
U,5.U. Utah 118 MonthsiJan. 89 iSep. 98 i 46177
V Ratnasara {Water Managesent) ' g

1
)

18 Monthsii-9-89 128-2-91 | 48858

¥
+

18 Monthsii@-1-89 (3@-9-98 | 45987

1B Monthsié~1-98 16-6-98 1 41038

]

University

83-888i-1-6B827 (AD/DOA H.S. In Agriculture
i of Arizona

.Abesuriya

§3-00881-1-49862 I1E/Polonnaruwa iM.S, Irrig. Engineering
FAUS Imbulana

BI-8081-1-6808F (RAT Oftficer M.S. In Sociology
GM Razeek 1ARET

1383-2088:-1-63860 :
i85 Fanatunga D IND Course in O&N,
15 Senaratna £ Hingurakgoda:Manageaent of Irrigation

D 43325
I
1§ Piyadasa DD FolonnaruwaiDelivery systeas
C
]

12-18-82 112-11-89 No Change

Ust Logan 16 Wks

Utah

ihrs. Sanarasekera iCIE Polonnaruwa!
Mrs, imbulana £ DD1/Polon.

3R3-00Bi-1-68058 '

RWF Katnayake DF IMD iCourse on ME&F and

¥ Ratnayake 1hdl, DD{Ext}D0ANanagement of Agric.
Nk Jayasinghe +0D-1D 1Systeas, Visit to
i1slamabad, Lahore &
ikarathchi

t
H

) 11, On fare Irrigation

> 1E 15MP ‘Design & Evaluation

) 12.0n fara wtr.seheduling
13.Main Sycten ,, ,,

IE Kurunegala iRpplied microcomputer
ruse an Irrigation &
IE T5HF ‘Drainage

4

CSu-Colerdo ¢3 Wks

183-81~1-49871
AMUB Alahakoon
¥ Nittiyanandan
DS Ratnayake

fIC-Utah 11 Wks 29-7-89 | 3552¢ iNo Change

Logan

1
)
]
]
]
1]
[
1
1
!
i)
'
]
]
t
[
[]
!
'
t
]
[}
]
)
[}
4
i
t

Z6-9-88 1i4-10-88! 24258

.
t
1
1
+
i
]
]
1
]
1
1
]
'
t

d
]
]
i
[}
[l
)
1
H
]
i
!
+

383-8i-1-60084
WAMS Munasinghe
DD ARiyaratna
KW Nisal Rohana
SLM Aliyar

6P Perera
R
¥

H 78095
H Piyaratna DA Hingurakgoda

7-1-99

-
1
“d
'
~0
=

8 Wks No Change

11€-Utah

K Tilakaratna A Polonnaruwa

783-B1-1-60894
¥ kuruppu
P¥ Sugunapala

¥ Kaudulla raining for trainers iGeorge Mason!d Wks 6-8-99 No Change

1
1
)
)
1
1
+
1
!
]
[}
]
i
1
'
1
]
]
|
]
[}
]
]
t
i
] t
'

]
]
)
¥
1
i
[
]
)
]
[
1
'
1
]
1
'
]
t
1
1
!
1

F
PH Ninneriaya {for Ag. & Rural Develop.iUniversity




TRBLE V - 2
CVERSEAS TRAINING - FUNDED BY USAID GRANT

Sheet 2 of 2

iName of
Participant

iDesignation/
1Agency

Institution iDuration

Period

From 1 To

iPost training
1Assigneent /
iKemarks

1383-0051-1-60108
ik Ellawela
1383-0881-1-68104
16T Jayawardena
15 Senthinathan
10 Wijenayake
iNAP Nijesporiya

383-0081-1-60106
WHE Premaratna

1383-0081-1-58041
1WA Boteju

¥ Kuruppu

1HA rarunasena

]
1

1383-8081-1-068059
106 Fremachandra
167 Jayawardena
LT Wijesuriya

B Bulusulla
$383-2@B1-1-69054
W bnanasena

iPN Herathbanda
1HW Ukkubanga

VEW Sutatapsla

W Kudiyanse

1Ak Mawatte

iDK7 Ratnayake
AN Gunaseskera
PP Bunaratna
1381-2281-1-60181
{KLN Freaadasa
MY, Wimalasena

‘HPY Suni) Perera

tHP Sirisena

iMAS Fremachandra
VERE Suriyawardena

1U6 Kiribanda
1A% Priyaratna
iHM Methubanda

trnovs

10D IND

P TSNP

1001 Aapara

{1E Polonnaruwa
1IE Nikaweratiya

Adl Di- IHD

1
]
1
1
1
)
'
!
1
]
t
t

1FD 15HP
1P Faudulla
{1E Kaudulla

Adl. S.MLEND
{FD ISHP

‘Rdl PD TSNP
i6A Kuranegala

Farmer

CIIk - CSu
Colarado

iMELF and Manageament of
iAg. Systeas

0&H and Management of JIC Utah

t1rrg, Delivery systems

1. Eighth International
1So0il corelation meeting
\Texas. 2. Annual Heeting
jof American Society of
\Agronory, Texas

iSeninar, Workshap and
iobservation tourin
Manila, Bangkok and
Lathaandu

Meetings, field visits
in Phiilipenes and
Thailand

Study tour Thailang AlT Bangkok

Study Tour of fareer AIT Bangkok
Organizations in

Thailand

18-11-98i

26-18-98;

21-10-89

No Change

Ko Change

No Change

No Change

No Change

No Change




TABLE V - 2 Sheet 3 of §
OVERSEAS TRAINING - FUNDED BY USAID GRANT

i ) ; { ] ] Period ' Post training |

‘Name of iDesignation/ & Course ‘Institution iDuratipn {----swe-cecocmmm- { Cost iRssignsent/ !

iFarticipant Agency i ' : Y From ¢ To 1 $  iRemarks :
IeT ! i ' : i ! : ; :

1383-0081-1-68861 DD INMD i5tudy Tour in Yorea, | 13 Wks  19-10-B8 i38-18-881 15927 ‘Ko Change i

15A Bunasekera Asst, LC iPhilippenes & Hangkok | i i i ] Wa H

198 Jayatilake iFM Dewahuwa i i : i : ! iNo change :

iDC Perera : H : , ; 1 i d ]

: ' : ' i i 1 : g ]

1583-Be31-1-68107 | : i i ; g i i i

:Hrs.TLHC SenaratnaiALC iStudy tour in Thailand IAIT Bangkok 3 Wks  11-10-98 128-10-98: 23024 : i

WWrs MCK Tennakoon :CO i g : : { ] | i

PIA Silva iy : ] { : i ; { :

iHP Ariyaratna ] : ‘ ' : i : i ;

\KDI Jotiwansa 1 TA : : : ; i [ ] i

HF Ariyapala » : : i i : ! 1 i

WD Fonseska o ] ] ; i : i ] :

WK Liyanage v : : : | ] ] i :

RIT Croos D H | i : ] ] g i

) ] ) 1] 1 ] ] ] ' +

1383-0081-1-59847 | : H i i i : ) i

§  RJ Gunawardena  ITA Minneriya  !Project Managerz Course iNi& Consult i3 Wks  17-11-88 126-11-881 15048 iNo Change i

& (HND Aeunugama i do Kawdulla & ilnc i i : i iNo Change :

15 Liyznagamage  iFH Hakwatunaoya: iMa nlla i : | ' iNo Change i

:K!‘.H Sheriff i do Galpya RB 1| iPhilippines | i i : iAdl BA Batticai

.38\-%31 1-69873 1 ifehab. & Management of IAIT Bangkok 17 Hks  {8-3-89 158-6-89 ¢ 5632 iNo Change i

15 Senaratna hE Hingurakgoda.lrrig. Frojects : i : : : | i

1383-0031-1-69081 | ] ! ] | : d ' :

135 Fanatunga 0D IND iStudy tour of | 13.5 Wis  127-8-89 121-9-85 1 21328 iNo Change 1

146 Javasinghe 164 Polonnaruwa ) Indonesia, Korea ' i 1 : : ; i

5 Balasingas {001 Kurunggaia 1 J H ; t i i H

16T Jayawardena  |PD ISNP ' ; i : : ; : ]

. 163-0081-1-69879 | t1.Planning &k Managesent |UNDP Manila ;3.5 Wks 128-8-89 122-9-89 i 7438 iNo Change :

W Ellanela 0D IND of training prograks i d { : : i i

IR Perera WRET Officer i2.Pre course study tour | ; H { i ] ,

' TARLT ' ' ] ; i ] ' :

1383-0081-1-67082 iIntegrated faraing iAIT Bangkok 16 Wks  118-9-89 127-18-B9i 8422 IN/A i

\MED Discanayske  iAsst. Coa. DAS i5ystems Nanagement ] ; : H i ' :

B iBMAL Bandaranayakelfb Instructressifrograz H ! : : 1 i 1

| 10RS : ! : : : : : '

M i383-8831-169868 | 'Husan Settlesent Devel. |AIT Bangkok +11.5 Wks 16-5-B9 12@-4-98 1 13222 IN/A :

M Sirisena 'PH Polonnaruwa i1, Certificate : : i : ] ' '

; i 12, Diploea ; i ' : ' d :

1363-8088/21 ' \Managesent Rural Devep. 1AIT 14 Wks  122-8-98 114-9-90 1 7378 \GA Arpara :

+6 Mudannayake i6R Ampara VAIT Bangkok 81T 4 Wks  120-8-99 114-9-98 i 7370 IPX Polonnaruwai

iU #pegunawardena (PN Polonnaruwa ! ' ' ] ] ' ' ' g

1383-008/24 ' : ; : 1 ] ' i i

¥ Jayasena iPH (Training iUNDP, Manilai3 Wks  1S-11-98 123-11-99% 73&8 iNe Change ;

'HMH Dissanayake 1100 PolonnaruwaiTratning 'UNDP, Manilaid Wks  15-11-98 123-11-997 7568 iNo Change ;
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; ) : : : d Period ; iPost training i
. haae of iDesignation/ |} Lourse tInstatution iDuration i----------s-ecem- i Cost iAssignaent/ |
K iFarticipant ‘Agency ' ' d VFroo 1 To ! 8 IRemarks :
1LS-5T7 ' i ' ] H ; : ' :
1383-080-1-62167 ! iTrn. on Orgnizatione  USDA i1 fonth 126-5-92 126-6-92 112,268 iN/A :
iS5 Dananascoriya  iAsst Dir JAnd Mgt. Development | i : { 1 ; 1
U5-ST g ] ; : : : ; i i
3 1383-280-1-62168 | H ; : ' ] H : {
W Ellanela idy. Dir, IND iTrn in Organization and iUSDA 11 Month 126-9-92 126-6-92 138,240 iN/A :
WD Tilakaratna  iPH IND {Manageaent Development | : : i i ) i
1HLY Presadasa PN IND g : : ' i i d :
v H ' ' i : : : d i i
ViS-ST1 d ' i ' ' ' i J '
1 381-808-1-6Z137 | ! ' i ' : d g ]
HPS Somasiri 001 Trn on on fare Irrig. {1IC/USU 19 Weeks 13-3-92 113-6-92 143,663 iIN/A i
iNre.¥5 NallaperumailE iDesign, Evalvation and IUSA : } i i i '
W6 Siripala e ischeduling ; | { ' i ! ;
ibP Bunasardena  IE i i ] i ; ( ] i
d ; i | : : : : ; :
iUs-37 ] ' ] i i : ] i :
1 383-800-1-61149 | tTrn.course on ManagesentiUSU/USA 12.5 Month!29-9-91 19-11-91 | 9,975 iNo Change H
iPAKR Theodore 313 iof Irrg.Dellivery Systeat ; d ! : : g
TEY ] { H ' : d H i ]
1387-880-1-61148 & ; ' i i g i H i
kN Ariyaratna Dir, IND 1Study tour in South i 13 Weeks 126-6-91 113-9-91 114,411 iNo Change ;
LU Weerakoon iState Sec.Irrigikorez and Indonesia : 1 ; i { ; :
T : H : : i H : i :
1383-080-1-41142 1 : : : ] i ] : ;
(HGDA Winzlaratna 1ADR ‘Training in Plarning  iDTCF Manila 13 Weeks 12-9-91 120-9-91 1 4,281 IN/A :
i ! 1and Nanagesent WPhiiappine | i i d i i
1T H ' : H 1 i i i i
138%-28-1-61132 1 i i 1 ; ) ' i '

1S Jayasinghe DD Finance 1 Trn. on Programing AIM Mapila 13 Weeks (4-11-91 129-11-910 4,785 IN/A i =

i \ ifor Developaent WPhitippine | : i : \ : '
e : 1 ; i : ; d , :
5 1383-@38-1-61150 ! . : ' g ; : : '
: iiG Abeygunawardena:PM 1Study Tour to Observe 1AIT 12 Weeks 138-9-91 113-10-9112{,848 INo Change :
' 'SH Dharmatunga  ifarmer iAgriculteral and ‘Banguok : ‘ ] ' i g
‘MR sakity V do tIrrigation Scheses : i 1 ' i : :
ikE #iribanga i do ! 1 ' : i i i ;
'RN Sunil Gamini ! do : : ! | ; ! ! :
IRP Tilakaratna 1 do ! ; : : ' i \ i
DT Wijeratna ' do i : : i ! ' { '
RP Winie Sarath | do : i : ' i i i H
KA Rendias i do ' H i ] ; i ] '
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' Pericd iPost training |
Institution ‘Duration fost iAssignsent/ |
] $ iReaarks \

Name of esignation/
Participant gency

cT

383-088-1-62158

1A Jabar N
]

tudy Tour Farmer 37,625 N/A

8 2 Heeks
Managesent Irrigaticn

)

T

P
¥ESK Semasinghe  1AD
PN¥ Bandaranayake (100
LSF Silva V190

ystess in
hailand
iUPX Perera 1103
danigasinghe 1100
P Ekanayake 1100
iLP Jayaspathy 1PA
1} Jayasena 1PN
iFK Sugunapala 1PN
I8 Ruruppu 1PN
{GRAN Heamatagama 1ADA
‘KA Dissanayake  11D0
1A% Punchibanda

1
[l
]
]
'

17CT

o85-888-1-62163

RRUR Alahakoon IE
186 Jemis Siiva Faraer
ACS Ibrahia do
{46 Samarakoon do
M Xarunaratna do
A% Nijeratna do
i Podiappuhaay do
JFON Jayatilake do
iPE Nagoda do
116 Babanis do
10 rarunaratna do
166 Jayasena do
M Wijekoon do
15H Yoosuf do
1HAN Merza

10P Abesera

BN Mutubanda

5tudy tour ot RIT Bangkok 13 Weeks 43,865 iNo Change
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Table V-3

TRAINING PROGRAMS CONDUCTED DURING THE YEAR 1899 - 39 JUNE 1982Z.

iDec 15 to|I0 Training PM s QOffice Hingurakgoda|
i1Jan 6, 90!
] ]

] i
18-31 Jan.|TAA Trn. on hydraulic operations SLITTI
‘tof Irrigation delivery systems
H
15-22 Feb| 10 Training Anuradhapura
1990 !
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18903 |Irrigation Systems

24-26 May!In-service Trn. course for WSS SLITTI
1990 |water management

]

May 199@ |2 day trn. course for selected 1FPolonnaruwa
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6 Jun 990 |
1

14-15 Sep!TA Trn. course SLITTI
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19-24 Nov!iTrn. for FMA/MEF Asst. Colombo
1930

3-7 Dec. !In-service Trn. for TAA SLITTI
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1991
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Institutional organizers in-service training course
MEF/FM Assistants in-service training course

Technical Assistants in-service training Module I
Technical Assistants in-service training Module Il
Technical Assistants in-service training Module III
Work supervision course - work organization

Field canal group representatives O&M course

Range Training Team lLeaders Course for TAs

Operations management Course for TAs

institutional Development Officers pre-service training
Enumerators Training for K.V.S.

Trainer Training Program in Financial Management
Computer Training tor Water Management

Distributary Canal Management Training tor CO Representatives
Training in Water Measurement to TAs

OO0 0000000000000

some of the training that remains to be done at PACD is cantered
primarilv on the Gal Ova RB and LB Systems. Additional training tor
l1Us, NEE/FM Assistants and ECRs remain to be done and should be
programmed using lrrigation Sector Assistance Iranche tunds after
PACD.

Uverseas training was successfully completed in most areas,
however, some participants could not avail the training either
because of USAID English language requirements or the lack of time
to accomplish or program the overseas training before PACD.

2.6. AGRONOMY/CROP DIVERSIFICATI1ON
2.6.1 ACCOMPLISHMENTS IN CROP DIVERSIFICATION

Recognition and financial assistance extended upon crop
diversification program under the ISM Project facilitated classroom
training, field demonstrations an field tours, that made a start in
changing the farmer attitude of rice mono-cropping.

Some farmers have realized through the demonstration and production
activities done by them, that the net income and emnloyment
opportunities in other c¢rop production is greater than from rice in
spite of the higher cost of production.

There is a an upward trend in acceptance of growing other crops.
The production extent of other crops show an increasing change from
2% in 1987 to 1lU% in 1991 and an increase of 11% from 1990 to 1991.

2.6.2 INNOVATIVE STRATEGLES ADOPTED

Preparation ot the cultivation plan at the tfield canal level was
introduced to the project area. 'this has now become a base of
information collection tor the annual implementation program and
for the monitoring evaluation and feedback program. This activity
will enable farmers at the field canal level to collectively
prepare a cultivation plan tor the command area under their field
canal. Adhering to the plan will minimize staggered cultivation,
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encourage early crop establishment, collectively obtain inputs,
timely application and to use appropriate technology. This will
also save time and water while availing the land for another
additional crop to push cropping intensity beyond 100%.

Zero tillage planting ot pulse crop is a new innovation to the 1SM
Project area. The concept was introduced with the annual work plan
199U. Crops were planted in Ridi Bendi Ela average vyield of 200
kg/ac and record yield ot 400 kg/ac was obtained. The demonstration
activity 1s continued and tarmers are now looking torward tor this
innovation. .

The OFC production during Maha in well drained paddy lands tried in
Maha and late Maha season has shown dramatic income increases than
in the case of rice. Net returns of Rs 10,000 from 1/15 ac onion
and Rs 6,000 ftrom 100 sq. meter of beetroot. Seed production and
marketing is another innovation some farmer organizations have
accepted and are testing. Now there are five farmer organizations
that have moved into seed paddy production. Two have undertaken
seed agencies in the DOA and other seed companies.

Some of the farm women moved in for mushroom production. Thirty
farm women have been adequately trained to continued this
innovation. Trained 175 volunteer farmers ftrom all the established
DCFO selected by them in General Agriculture. Farm machinery and
equipment, crop production and plant protection. Arrangements have
been made to continue with this training and for the volunteers to
work in coordination with the DCFO and the Agricultural Extension
Service.

Through the tarmers organizations a series of the food crops
production demonstrations were conducted in 1990, 1991\ and 1992.
As these demonstrations have to be continued until late stages of
the early adoption period, a revolving fund had to be developed.

The funds expended through the DUA ror the farmer organization was
to be reimbursed by the farmer who carried out the demonstrations.
it was very successful in Gal Ova LB and in the Giritale and
Parakrama Samudra schemes. 1In KRBE Minneriva and Kaudulla, the rate
of reimbursement was poor. This was due to reasons such as failure
ot onion seed supplied by the DOA.

Adverse weather conditions at the planting time in RBE and the
incorrect information given by unknown persons, that the monies
need not be reimbursed. Instructions were given to the PMs and ADs
relevant that the reimbursed monies be deposited in a bank account
under the SLFO and 90% can be obtained for future demonstration and
recycled until late stages of early adoption period.
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2.6.3 SUCCESSES AND SHORTCOMINGS

Although the concept of planning the cultivation season at the
field canal level was introduced and tested under two field canals
it was not adoptable due to the lack of continuous support from the
field. In some cases the field canal group farmers lived a distance
apart and would not attend group meetings. There seem to be a gap
affecting the extension of the although the IMD has accepted and
included this activity in the MEF Program.

In the zero-tillage planting ©program demonstrations are
continuously carried out in the project area. It has been noticed
that new varieties of seed introduced by the DOA for this purpose,
mung bean; Harsha; cowpea TVU 946 and TVU 930 are three varieties
ideally fitting in for this purpose. However, stray cattle is a
menace for this program. Farmers growing such crops do not wish to
fence their fields tor a short period. Therefore cattle cause
severe damage at times. The ISMP did not have adequate reasons to
convince the farmers on the need of planting a crop in place of
grazing cattle during such periods.

in the demonstration activities Minneriva and Kaudutila
demonstrations were unsuccessful due to poor quality seed and talse
intormation on the recovery ot the tunds.

Although mushroom production training was successfully carried out
tor tarm women in Minneriya it cannot be continuously carried out
by them due to the short supply of mushroom spawns. The spawn
production center is located at Ratmalana in Colombo, 215 km. away.
Suggestions have been made and financial allocations are made to
the DOA Polonnaruwa to conduct the necessary training on spawn
production. A production laboratory must be set up in the
proximity.

The seed production and marketing activity commenced very recently
and is successfully going on and it is difficult to comment on.

Attention of NGOs such as Grain Elevators ard Plenty Canada has
moved in for contract growing of soy bean while the Agro-chemical
companies have moved into carry out adaptive research in the use ot
pesticides. The seed companies also have consented to move into
carry out adaptive type of research in new varieties of crops with
the farmer organizations. Seed samples from tropical seeds have
already been distributed among all schemes.

wecekend extension service, specially in Polonnaruwa, was unable to
meet with the demand of ISMP Agriculture extension activities.
lhere was a general discouragement of the extension field officer
due to lack or incentives for their inputs.
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2.6.4 STATUS OF CROP DIVERSIFICATION AT PACD

1t has been accepted by most of the relevant authorities that
production of other crops in well and imperfectly drained paddy
lands during Yala is of great importance to increase net farm
income. Continued Government support is expected in terms of
tinance and extension advice to the farmer organizations. Some
tarmers witnin the project have experimented with zero-tillage
planting ot short duration pulse crops and are convinced and
looking torward to extend. But strav cattle during the rice tallow
season is the biggest constraint against this activity. l'he farmer
organizations must seek advice to plan the tallow season to suite
gra-.ing and to grow an interim crops in suitable areas. 'l'his
innovation has been carried out in all the schemes of the project.
lraining and demonstrations have also been conducted at several
instances in processing pulse seed for dhall. This gives an added
value to what the farmer produce.

The extent of other crop production have increased during the
project period during Yala 1992 the extent has a tendency to
increase due to the shortage of water during the dry season.
However, there will be a delay in planting while only short
duration pulse and vegetable crops will be grown.

Planting of other crops during Maha and late Maha is a success in
Ridi Bendi Ela with vegetable crops. This is another innovation
with high success and should be replicated in other project areas
to fetch higher levels of incomes during the lean periods.
Growing mushrooms in women farmer organizations has one big
constraint to make the project stagnant.

Seed production and marketing was started very recently so its too
early to comment.

2.7 RESEARCH
2.7.1 ACCOMPLISHMENLS

fhe Research Component was entrusted to the International
Irrigation Management Institute (1IMI) through a C(ooperative
Agreement signed in June 1987 and extended in June 1990 to the end
of the project. Under the Cooperative Agreement, IiMI is
responsible for contracting and overseeing research on particular
topics as selected by the 18MP Research Advisory Committee.
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Study

{

|

!

|

I Cost

| Major Studies

|

1. Calibration of Water Del-

Rs 810,306
ivery Systems in Irrigation
Schemes in Polonnaruwa

2. Institution Building in
Rs 1,565,600

Four Irrigation Schemes
in Polonnaruwa

3. Water Management Projects
Rs 420,840
in Nagadeepa, Mahawewa and
Pimburettewa Syvstems

4. Operations and Maintenance
Fs 1,264,428
Costs

!

!

| 5. Maximizing Protitability
bRs 569,100

! of lrrigated Agriculture

| 1in the Polonnaruwa Systens

6. Turnover of O&M on

Rs 1,172,152

Distributaries to Farmers
Organizations in Polonnaruwa

7. Cost Effective Irrigation
Rs 1,788,000

Modernization Strategies
for the 1990’s

Minor Studies

8. Rehabilitation of Irrigation
s 2000

Systems in Sri Lanka:

A Literature Review

Y. Contracting with Farmer
S 2000

Urganizations tor
Kehabilitation Works

(2]

Studies Completed under 1SMP Research Component

firm

Lanka Hydraulics Ltd

TEAMS (Pvt) Ltd

Associated Development

Kesearch Consultants

TEAMS (Pvt) Ltd

Agriculture Industry

Consultancy and
Services (Pte) Ltd

TEAMS (Pvt) Ltd

Engineering Consultants

Ltd/Associated Development
Research Consultants

Dr. WAT Abeysekera

11M1

Completion

June 1990

Sept 1990

Dec 1990

fay 1991

July 1991

Mar 1992

June 1992

Dec 1991

June 1992
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Accomplishments of the research component include the seven major
research studies shown in Table VII-1.

In addition, two smaller research studies were carried out (cee
Table VII-1). The study on rehabilitation of irrigation systems was
commissioned to provide background for the major study on cost
effective modernization. The study on contracting with farmer
organizations was taken up to provide guidelines for officers on
contracting with farmer organizations; this is a pressing problem
tacing rehabilitation work in Sri Lanka. It is being done with
funds from IIMI's personnel and otffice supplies line items.

Each ot these studies resulted in a report that was distributed
widelyv within Sri Lanka. 1lhe results alsc were discussed at
national level workshops. ln addition, the results tormed the pasis
tor the tollowing tformal 1IMI publications (all to appear in 1992):

1. Flow Measurement at Drop Structures, R. Sakthivadivel and D.
Merrey, lIMI Country Paper

2. NGUs in lrrigation Managenent, D. Merrey, K. Atukorala, and T.
Atukorala, IIM]l Country Paper

(&N

Rehabilitation of Irrigation Systems in Sri Lanka: A
Literature Survey, W.A.T. Abeysekera, I1IMI Country Paper

4., Guidelines for Cost Effective Modernization of Irrigation
Systems in Sri Lanka, IIMI Country Paper

5. Contracting with Farmer Organizations for Hehabilitation Work,
J. Brewer and R. Ekanayake, I1IMI Working Paper

2.7.2 INCORFORATION CF RESEARCH RESULTS INTO ISMP ACTIVIT1ES

Some results of the research program were incorporated directly
into 1SMP activities. These included:

1. The data and techniques developed under thes study of water
delivery svstems were incorporated into LSMP training programs
on water measurcment.

2. Findings on the costs ot operations and maintenance tormed the
basis for moditications and development of the ISMP
maintenance program.

However, most 0f the research subjects identified the Research
Advisory Committee were not derived from problems faced by 1SMP
implementors. The subjects instead were ones associated with
operations and maintenance that would foilow completion of the
project. Also, the findings generally applied to more than the
seven ISMP systems. 7Thus, many results of these studies were
incorporated into the Irrigation Management Policy Support ..ctivity
(IMPSA) papers and into other policy decisions beyond the immediate
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scope or the [SMP. These included:

3. The tindings ot the institution building study and the
turnover study have served to stirengthen +the government’s
commitment to participatory management of irrigation schemes
as laid out in the IMPSA papers.

4, The resuits of the study at Nagadeepa and Pimburettewa have
made clear the inadegquacy of relying solely on NGOs for
organizing farmers.

5. The operations and maintenance cost study findings have played
a part in determining the way in which turnover of O&M
responsibilities to farmer organizations is carried out.

6. The 0&M cost study findings have also alerted many persons to
the high percentage of funds for 0&M that go for establishment
costs rather than for actual activities.

7. The study on maximizing profitability of irrigated agriculture
in Polonnaruwa has provided additional evidence to policy
makers on the stagnation of paddy yields in Sri Lanka.

8. 7The tindings of the cost effective modernization strategies
study will help +the government to plan and carry out
rehabiilitation/modernization projects in a more effective way
in the tuture, most immediately in the National Irrigation
Rehabilitation Project.

2.7.3 SUCCESSES AND SHORTCOUMINGS OF THE RESEARCH PROGRAM

As specitied in the Project Paper, the 1SMP research program has
two objectives: )

1., to increase Sri Lanka’s institutional capacity to conduct
research,

2, to find causes and solutions to problems which must be solved
if the overall objectives of the ISM Project are to be
accomplished.

As described in section 2.7.2, the research program has had some
small success in solving problems for ISMP. However, the major
effects of the research program have not been within the project
but rather in affecting the policy environment.

The research component has also had some success in increasing
institutional capacity within 8Sri Lanka to conduct irrigation
management research. Initially it was felt that the project should
contine support for research activities to public institutions,
including gcvernment institutes and universities. Despite efrforts
to solicit proposals from such institutions in 1987 and 1988, none
were torthcoming. Beginning in 19689, theretore, research activities
were opened to private firms.
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The result has been that five such firms undertook research under
this component. Of those, two - TEAMS and Associated Development
Research Consultants - got +their first corporate research
experience through this program. The others benefitted through
their association with IIMI and the ISMP in the capacity. Although -
there have been criticisms - many of which have been valid -
levelled at several studies, this program has succeeded in creating
or upgrading research capacities in these five firms.

The most important success of the research program, however, may
nave been the wide dissemination it gave to lessons from ISMP.
Through workshops on the studies, distribution of reports, IIMI
publications, and use of the results by 11MI scientists and others,
various aspects of the 1ISMP experience became widely known
throughout Sri Lanka.

2.7.4 STATUS OF 'THE RESEARCH PROGRAM AT PACD

At PACD, all of the trunds contained in the 11IM1 Cooperative
Agreement have been expended and all of the studies identitied by
the Research Advisory Committee have been completed, except certain
toilow-on studies to the studv on maximizing profitability of
irrigated agriculture. A small amount of funds contained in the
1IM1’'s Agreement for personnel have also been used to undertake an
additional study on contracting with ftarmer organizations that may
be of use to government officers in the future.

Purpose b) of the ISMP, as stated in the Project Paper, is to "test .
and demonstrate the effectiveness {(cost vs. benefits) of different
combinations of management and structural improvements carried out
in selected irrigation systems." PIL 27 modified this purpose
through "focusing on finding the most long term cost effective
methods and techniques for system rehabilitation and sustained
maintenance, building effective farmer organizations and
institutions, and linking these elements to work together for a
common goal." In addition, the distinction between '"essential
structural improvement" and “"pragmatic rehabilitation" was
eliminated.

‘fhe 1SMP had originally been designed to provide data and findings
about "ditferent combinations of management and structural
improvements" by providing those difrerent combinations to
dirterent irrigation systems. l'he changes wrought by PIL 27 largely
eiiminated the ditterences. Theretore, satistfying purpose b) of the
18SMP as detined in the Project Paper now relies mainly on the
research activities managed by 11Ml and specifically on the Study
ot Cost Efrective Modernization Strategies.

2.7.5 CONCLUSIONS AND RECOMMENDATIONS
IThese experiences suggest the tollowing:
1. For the first two years of the project, public sector research
Anstitutions, including government institutes and

universities, found it difficult to put together proposals for
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research for the project. The various troubles in the country
during 1988 and 198Y were partly to blame. On the other hand,
private tirms proved to be extremely responsive to otfers for
research contracts. Future research activities should be open
to both private and public firms and institutions; contracts
can be awarded through competition.

‘he research program proved to be the major means tfor
disseminating lessons from ISMP throughout the irrigation
community in Sri Lanka. 1n part this was due to lIMI’'s other
contacts with irrigation specialists but in larger part it was
because the research program provided tor wide dissemination
of results through workshops and publications.

ISMP research results have been very important as support for
policy changes now going on in Sri Lanka. This is, in part, a
product of the research subjects identified by the Research
Advisory Committee. The importance of the research results for
policy was not foreseen by the project designers.

The management of the component by IIMI has been important to
the activity not so much because of the value of the results
but more importantly Dbecause a) IIMI, as a research
institution, has been in the position to provide guidance in
the research process, and b) I1IMI, as a Sri Lankan based
institution, has the confidence of a variety of government
personnrel and private persons and has the means to disseminate
the results locally. This suggests that such research
activities will have a higher likelihood of usetul results if
overseen by similar institutions.




2.8 COMMODITY PROCUREMENT

2.8.1 ACCOMPLISHMENTS

The original commodity procurement requirements were outlined in
the 1SM Project Design Report and later included into the Project
Paper. The list of equipment in the Project Paper included a lot of
heavy equipment similar to that ordered under the Gal Oya Water
Management Project. Since the Gal Oya RB System was not started at
the beginning of the ISMP due to civil unrest in the Ampara
District, the original 1list of heavy construction equipment was
reduced considerably in late 1987 from the list approved in the
Project Paper. Originally, about 4.865 million dollars was
allocated for construction equipment, O&M equipment, vehicles,
engineering tield equipment, micro computers, audio visual
equipment, air conditioners, photo copy machines, etc; however,
with the revised list reducing a large amount of construction
equipment, the budget ot items to be procured was reduced to about
1.855 million dollars or a reduction of about 60%.

A list ot the original procurement eguipment envisioned in the
troject Paper and that prepared at the beginning ot the Proiject is
presented on Table 2-8-1. fable 2-8-2 ©presents the trirst
procurement list for the 1988 Annual Work Plan.

Essentially there were six major categories of procurement items
namely:

1. Construction and O&M Equipment (Tractors, Compactors, Graders,
etc.)

Vehicles, Motor Bikes and Bicycles.

Field Engineering Equipment (Current Meters, Survey
Instruments, etc.)

Office Equipment (Typewriters, Photo Copy Machines, Micro
Computers, Air Conditioners, etc.)

Training Aids (Audio Visuals, Projectors, TV, etc.)
Oftice Furniture, Library Books, Miscellaneous Equipment

rhe actual procurement 1ist varied somewhat trom the original. LOP
procurcment list and adjustments were made by adding or deleting
some equipments over the LOP.

A summary presenting intormation on equipment items procured each
vear ot the Project is presented in Table 2-8-3.

2.8.2 SUCCESS AND SHORTCOMINGS

Une of the major deficiencies in the procurement program was in the
procurement of micro-computers which were primarily purchased tor
the Computer Assisted Water Management Model for improving ID
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Irrigation Systems Operations.

This was a major requirement under the 0&M Component of the
Project, as the computers purchased were to be used for
implementing the Computer Assisted Water Management Model,
Computers purchased tor the Program were of interior quality and
were broken down most of the time resulting in major problems with
implementing the lmproved System Operation Program during the LOP,
At PACD only one computer in the Polonnaruwa Range was in full
operation and parts of the other three units were not useable or
had to be exchanged to the useable computer. The cost of the
repairs and replacements for parts for these computers have been
too excessive for ID to maintain, therefore, atter the Project the
sustainability ot the four computers is questionable and this will
therefore have a great impact on the continuation of the Computer
Assisted Systems Operation Water Management Program atter PACD.

2.8.3 STATUS OF PROCUREMENT AT PACD

The status of the actual items procured over the LOP is presented
on Table 2-8-4 and the expenditures incurred in the procurement
presented on Table 2-8-5 under the categories of funding by USAID
Grant, USAID § Loan and GOSL Rupees. Only about 27% of the funds
originally allocated for the Commodity Procurement Component were
utilized; this was primarily due to the considerable reduction of
construction equipment as original planned in the Project Paper.
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TABLE 2-8-1

LOP COMMODITY PRUCUREMENT L1ST
USAID FUNDED

143 Total  Cost
Ro, Dalt

UAIHIKBAKCK IQUIPHEKT

* Iront-end loader, 49 bp
Y)bratory Roller, band
Byckboe, large, 88 bp
Backboe, enall, 58 bp
Concrete Mixer, $ bp

Fyra tractor-trailer, 45 bp
Trector, 45 bp, bowser
Crasler tractor, 188 bp
Lpu-bed traller 1
Sgare parts ($435.5)

[ 7* ]
MM OYONY

L
D TP PRI TP BT

—
——

Sub-total

TBANSPORTATION

~ Jeeps, Double cab plctups 18 | s
Yotorcycles k) 9 18
Blcrcles 383
Spare parls ($52.8)  (32.2) ($1.6) (81.6) ($4)

Sub-total

FI;LD/O!!ICK EQUIPHENT
Cyrrent aeters
- Theodol1tes
Lavels
Aydlo-visual tralning alde
Drafting equipsent
Tideo Recorder
Cplor 1V
-Photocopler
Trpesriter
&)r conditioner
Ylero-conputer -
Library acquisitions
0ffice equipnent ' (318) (35) (318)
glucellaneouu suall equipaent ($28)

—

[S)
e O e ONF = ou ofn N9 B O O OB

Sub-total
3+ To be allocated anong partlcipating agencles 10T41L

3t Grant floanced equipment (flve vehicles plas fleld/office eqaipaeat narked) Yotal valoe $208,800

Hb!!: 1. Source: Project Buthorization Paper, dated 25 Aogost, 1886

. 2. The corxodity procurencat 1lsl {s uader teriew by 18D/1D/0SAID/SAL.
. Revisions will be fncorporated In revised LOP aed annual work plane.

17-L0P-1. K1l

Cd DD A OO = i BN
« o e ® 3 e e =
QD =it O T = ) DO D
[<-M . -J-.~BR-~I--B--NN-.~]

[

. -
o
[~ ]

{$ 1,008)

Total




“TABLE 2-8-2

FIRST PROCUREMENT INSTALMENT - 1988 WORK PLAN'
(Revision No. 1)

[

COMMODITY PROCUREMENT LIST

NUMBER °~ EST. COST Rs.

- — - - — —

28(1)vi Library Requirements % . Yarious
©8(3)i Current Meters '8
il Theodolite 1l
111 Automatic Levels 15}
Hand Levels 40}
iv Audio-Visual Training Aids x- Various
vii Hand Probe Density Tester 40
viii Hand Mechanical Compactor

SUB-TOTAL

* Some items may be purchased locally by 1D
EQUIPHMENT TO hK PURCHASED LOCALLY BY IMD/ID

29(1)i Photocopiers
ii Typeurlters
1ii Air Conditioners
iv Micro Computers
Office Equipment and
Furniture, etc.

Vehicles

Jeeps-Double Cab-Cars
Hotorcycles

Bicycles

Video Recorder
Colot TV ’

SUB-TOTAL

TOTATL.
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§.0  CUMKUDITY PROCUREMENT

TABLE 2-8-3
STATUS OF COKMODITY PROCUREKENT OVER LIFE OF PROJECT

LIFE OF PROJECT Procured:Procured !ProcurediProcured!
end of ! end of end of + to end 1992 Procured
1988 1989 1990 iof 1941 iProgram ito 3U-6-91

+ 1 iFroat knd wvoader
i ¢ iback Hoe With Shovel
» iUoncrete viorator with kngine
¢ & lvoncrete Mixer 3/7 Curt,
‘Rerm Tractor / [raiier
Farm Tractor / water nowser
© L AYD Loppressor Ju) Cartimin w/e J/HRTS.
rruumps Halt Cusec oeltlow Type
4 .crawfer racter YJ/ivdy HP with Dozer
rbenerator Set wita engine 1.U KWA
Vil cboom tor vat 14 Jack Hoe
14 iHand uperated Vidrator & x\Tamping Roller
‘13 -Hend Held Coampactors & Vibrating Hammer
114 Notor brader w/one add/tyre set
115 iPajero Lype Jeeps
vl 14 WD Doble Cabd
117 Mot Car 1 Remainig
116 :8pares for above oquipment Part
115 .Svares for Gal Oya Equipsent
120 iCurrent Meters
11 Theotalite
12 ilevels with Accessories
123 Tnand levels
24 (Photo Copier
125 Typewrite Etectronic Eoglish §td
12t Typewrite Manval snglish Std.
7o7 -Tvpewriter Manuat Sinbala Std.
146 Micro Computer
1¢S5 thir Condit:oners
130 ilolor teievision Sets
vl vadeo Uassette Kesorders Lot
JJ tAvdio Visual lraining Aids, Uameras, acce: ¢
133 .3116¢ Frovector ele, LT
v2h iMotor vycies Podu
33 Bicveles SR
i3t bratting Eauipmen: iLot
73t yuttice kquipmen! - turniture etc. Lot
13k .Library Requisites 100
14y Mosquito Nets 1uu
14U cLeather Kets ‘ o1y
141 'Hand Heia Walxie Talkie Radio Sets iLot
42 ‘Workshop Equipaen: Lot
iNisc. Small Equipment

-~
—_— R e T re e W O e e e

3

e
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TABLE 2-8-4
STATUS OF COMMODITY PROCUREHENT 30 JUNE 1982

{Pro- 1992 procurement
i cured .
ito end
tof 91

1992 |Procured
Progran!to 30-6-92

- -

ct
[y
3
<

iFront End Loader

iBaclt hoe with shovel

iConcrete Vibrator with Engine

iConcrete Mixer 5/7 Cuft.

iFarm Tractor/Trailer

i{Farm Tractor/HWater Boweer

1Alr Compregsor 3909 Cuft/min w/3 J/Hmrs.
iPumps half cusec bellow type

iCrawler Tractor 9@0/1990 HP with Dozer
iGenerator Set with engine 1.9 KWA

{Boom for Cat 225 back hoe

tHand Operated Vibrator & tamping roller
iHand held Compactors & Vibrating Hammer
iHotor Grader w/one addl/tyre set
iPajero type Jeeps

t4 WD Double Cab

iMotor Car

|Spares for above equipment

{Spares for Gal Oya Equipment
iCurrent Meters

iTheodalite

‘Levzles with Accessories

tHand Levels

i Photo Copier

i Typewriter Electronic English Std.
i Typewriter Manual English Wide

i Typewriter Manual Sinhala Std.
iMicro Computer

tAir Conditioners

iColor Television Sets

i{Video Casesette Recorders

1Audio Visual Training Aids, Cameras Accs
1Slide Projector etc.

iMotor Cycles

iBicycles -

iDrafting Equipment

10ffice Equipment - furniture etc.
tLibrary Requieslites

iMosquito Nets

tLeather Bags

‘Hand held Walkle Talkle Radio Sets
‘Workehop Equipment

iMiecellaneous Small Equipment

—
R I R T« T RO

bt o

NWRHA = QNN DO D
- N | [}

NON =

Remaini
Part

18
s
o
|
N 2
. ,",' 3
o 4
i 5
i ;

!
B 5
'K
. )
i 1
. "
B
-
R 5
H
B
. )
8
8

"

}

4

Lot
Lot

Lot
Lot
100
100

19
Lot
LOt

19
Lot
Lot

*
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Item Noe. 5+46:- 12 Farm Tractore, 8 Tractor Trailers and 4 Trailer
Boweere were procured to end of 1992,
7 Tractor Trallers and 1 Traller Bowsesr procured under 1992 program
8 Farm Tractors to be procured under 1992 program.
ROCURE VIiIii-1
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FUNDING
SOURCE
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TABLE 2-8-5

!

COMMODITY PROCUREMENT EXPENDITURES
AS OF 30 JUNE 1992

AUTHORIZED XPENDED TO . ERCENTAGE
1 MARCH 1992 XPENDED

$104,000 $78,7017

$1,231,166 $1,032, 455

Re.15,392,0090 - $22,094,000




1{1 MAJUR PROJECT DEC1SIUNS AND EVENTS
3.1 GUSL ALLOWS FO’'s 10U UNDERTAKE CONSTRUCTION CONTRACTS

In mid-1988 the then Director IMD, Mr.D.G. Premachandra agreed to
allow the DCFOs in the four Pilot Areas in the Polonnaruwa Schemes
to take construction contracts on the field channels of those DCFO
‘areas up to a maximum of Rs.250,000 except for the Giritale Pilot
Area(Chandana Pokuna DCF0O) all other Schemes in Polonnaruwa Range,
Minneriya, Parakrama Samudra and Kaudulla Schemes undertook
construction contracts in the Pilot Areas namely, Kusumpokuna DCFO
in Minneriya Scheme, CP Pura Pokuna DCF0O in Kaudulla Scheme and
Damana Gemunupura DCFO in Parakrama Samudra Scheme.

At that early stage of ¥O development, the DCFOs were not strong
enough to undertake these contracts. No provisions had been pre-
panned by the 1D to assist the DCFOs in construction management and
quality control. Therefore, it was a very ditficult task to make
progress. Furthermore, civil disorder prevailed in Polonnaruwa
Pistrict in late 1988 and early 1989 making the initial effort of
the ¥0s in the rehabilitation of their FC’s even more difficult.
The result ot this situation was that these contracts were not
completed 1n 1988. They were carried into 1989 and even into 1990,
1n some areas. lheretore, the first eftort ot the UCFOs to
undertake construction contracts was a railure.

Subsequentliy, however, 1 and LCFO ofticers and representatives
initiated planned training programs in construction management and
quality control. This considerably enhanced the construction
capabilities of the 0OCFOs and prepared them for underteking
construction contracts in the rehabilitation of their Distributary
Canal System. During 1989 and 1990, the performance of the DCFOs in
rehabilitation improved remarkably, with the assistance of 1D
staff. Considerable progress was made because of their efforts in
the rehabilitation of the FC in their respective DCFO area. The
quality of their work improved considerably. In 1991, they were
allowed to take over D-canal construction as well as FC
construction covered up to Rs 750,000 (3 x Rs. 250,000).

It can be concluded from this major decision, made by the Director
of IMD in 1988 that if the Farmer organizations are strong, well
organized and have received some training in construction
management and quality control that they are capable of undertaking
renhabilitation contracts.

3.2 USAID ASSESSMENT REPORT - 14 DECEMBER 1988

in November 1988, USAID assigned a four person Assessment Team to
assess the status of 1S8SMP and to identify areas of weakness for
appropriate corrective measure.




A report was submitted by this Assessment Team which had a great
impact on the future performance of the TA Team as well as the
implementation of several components of the Project. Some of the
changes made were a result of this Assessment Report, which
directly improved the TA performance and fostered major changes to
the implementation procedures of some of the Project components,
thev were:

Recommendation - 'he Report requested that the Sheladia Chiet-
oft-Party (COP) be posted to Polonnaruwa to provide leadership
and to install an interdisciplinary approach to the Sheladia
TA 'l'eam.

Sheladia agreed with his recommendation and the new COP Mr.
W.J.lLeatham, who replaced the first Sheladia COP was assigned
to Polonnaruwa in August 1989. Considerable improvement in the
TAs team performance was achieved by this move.

Recommendation -~ The duration of the Sheladia’'s F.0.
Specialist and MEF Specialist assignments were insufficient to
carry out and effectively implement these two Components.
Therefcre it was requested by the Assessment Team that the
length of service of these two positions be extended.

Although Sheladia’s expatriate F.0. Specialist departed as
originally scheduled, Sheladia extended +the 1local F.O0.
Specialist from 24.00 to 37.56 person-months and eventually
assigned another local F.O. Specialist primarily for Gal Oya
for another 28.39 person— months to meet the recommendations
on F.0. For the MEF Component, the Expatriate MEF Specialist
was extended 3 person-months and a local MEF Specialist
assigned to carry on after the departure of the Expatriate for
another 12 months. Eventualiy a third MEF Expatriate
Specialist was assigned for two-short term assignments
totalling 3.81 person-months to finalize the MEF Program
berore PACD. This third Consultant assists IMD in getting in
nlace the appropriate MEF System for the 1SMP and 1NMAS. The
additional person- months added for the F.U. and MEF
Specialists made a great impact in achieving the objectives ot
those two (Components.

Recommendations— In the early years ot the YProject Graduate
10s did not remain on the Project. Therefore, it was
recommended that recruitment of lower academic standard
personnel be endorsed to reduce the attrition rate. 'The
Assessment Team also endorsed the selection of volunteer 10s
from the Project area and recommended payment for those I10s.
This recommendation was carried out by 1IMD and Probationary
I0s were appointed from within the areas of each Scheme. This
was highly successful and most of those 10s stayed with the
Project until the end, thus eliminating the attribution rate
minimized added training requirements and costs.




Recommendations -~ A major Project purpose was to test and
demonstrate the etfectiveness of different combinations ot
management and structural improvements carried out in various
selected Major Irrigation Schemes. This was not specifically
addressed in the Project Paper and or in the TA Teams Scope of
Work. Therefore the TA contract should be modified or adjusted
to include the important comparative analyses, to allow the
study to be concluded by PACD.

The TA Consultant accepted this additional work within the
Contract and its Economist initiated work on the Economic-
Cost Effective Analyses. A Report on the approach to be taken
was prepared and submitted to USAID. Subsequently the Mid-Term
Evaluation recommended that this study be provided under one
of the ISMP Research Studies. This recommendation was accepted
and 1IMI engaged a local Consultant to prepare a Study on Cost
Effective Irrigation Modernization Strategies for the 1990s.
This study was successfully completed by PADC to achieve the
purpose stated in the Project Paper.

Recommendations - Gal Oya RB and LB Schemes has yet to be
implemented under the Project due to the security situation,
and a decision should be made by March 1989 on whether to
implement the ISMP Program there or drop it and go to another
area or to concentrate strictly on Polonnaruwa.

the TA team was instrumental in setting up the ftirst
inspection trip to bLal Uya in April 19Y8Y along with two USALD
Officers. Based wupon that inspection it was decided to
initiate 1SMP in Gal Uya RB and LB Schemes in Mid 1989. The A
Contractor set up a TA Team in Ampara in January of 1990 and
work was proceeding satistactorily until July 1990 when civil
disturtance caused the (Consultant to remove its personnel,
However, the IMD/1D continued to implement the planned
Program, but on a slow schedule. Subsequently Pragmatic
Rehabilitation and Preventative Maintenance funds slated for
Gal Oya were re-allocated to Polonnaruwa and to the new
approved Preventative Maintenance work for the RBE Scheme in
the Kurunegala Range, even though work in Gal! Oya continued,
but on a very slow pace. Some of Sheladia’s TA staff returned
to Ampara in early 1991 and continued to assist the
implementation of the O&M and FO Programs up to PACD. Although
the decision to start work in Ampara could be questioned, work
has been carried out to keep effectiveness from mid-1989 to
PACD and some accomplishments in FO and 0&M achieved.

However, at PACD, considerable work in rehabilitation and
development work remained to be accomplished.

ISPAN PROJECT REV1EW WORKSHOP - APRIL 1989

A four day workshop was held in April 1989 to review the
present status ot the Project, identity problems and means to
solve the problems, and to plan tor tuture Project
implementation work. lnterviews were held by the LSPAN Review
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leam prior to the worksnop and a wu:rshop agenda developed
with ID/IMD/USAID and Sheladia representatives. The workshop
was to cover a review of all Project Components, plus policy
and project management requirement.

A suumary of the major results and agreements made during the |
workshop by component follows which had an effect in changing »
the approach to imp!zmenting some, if not all of the Project B
Component.

o 3.3.1 Farmer Organizations must be legalized

0 The farmer Organizations must be tegalized if they are to
o engage in activities other than 0O&M so that they can negotiate
e loans with banks for their deve.onrient activities.

o] Farmers participation in Distributary and Fieid Canal O& ' can

w2
o
o

pe imoroved with training in O&M. Special training should be
provided at the Field Canal Representative level so that the
representatives can train the tarimers in their field canal
groups.

o The F.0. Development concept tocus on FC Groups with all
farmers of the FC Group a member of the DCFO.

3.3.2 Operations and Maintenance

o) Any field channel serving 60 acres or more will be impiemented
using project funds for structures and earthwork; all FC below
60 acres service area wil! be funded for structures only with
the farmers performing the earthwork without payment.

(o] The DCFO will be allowed to receive rehabilitation contacts up
to the Rs. 250,000 limit provided they perform earthwork in
those canals with less than 60 acre service areas.

o] The DCFOs are wiiling to take over the 0&M rehabilitation of
their Listributary Canal Systems, provided they have legal
recognition and the systems are handed over to them by 1D,

o 3.3.3 Financial! Management lmprovements

o] the focus on r.M, should be active tarmer involvement in the
collection of U&M fees and the proper management of these ;
tunds atter collection. An FM Assistant should be assigned to -
the froject Manager's ofrice for training of trainers in FM. :

3.3.4 Monitoring, Evaluation and Feedback

o] A ftull time Deputy Director should be assigned by IMD to set-
up the MEF program to monitor the DCFOs on a monthly and
seasonal basis. MEF Assistants ghould be assigned to each PM
office to carry out the program.
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ITraining Capacity Enhancement

More training should be provided to Project Managers in
Management and Administration. 'he training ot 10s should be
evaluated and turthe: training needs identitied.

3.3.6 Research

o] Research programs are all behind schedule and close monitoring
of on-going progress by IIMI is required to accelerate the
Research Components work.

3.3.7 Procurement

o) Procurement activities are behind schedule. Closer
communications, more meetings &nd the monitoring of the
procurement is needed to accelerate the procurement program.

Most of the recommendations made at these ISPAN Workshop were
implemented and had a major effect in improving the
implementation of the various components and achieving Project
objectives.

3.4 ISPAN MID-TERM EVALUATION - JULY 1990

USAID requested Irrigation Support Project for Asia and the Near
East (ISPAN) to conduct and evaluation of I1SMP. The evaluation
conducted at the approximate Mid-point ot the Project Lite (57%)
was carried out to assess Project progress and to propose detailed
and specitic recommendations intended to provide guidelines and
directions ror tne remaining Project activities.

The major conclusion and recommendation made during the Mid-Term-
Evaluation were:

0 Conclusion - The rehabilitation efforts on the Project can
not be completed by PACD (30 June 1992) due to
wide spread civil unrest in the Project areas.
Farmer Organizations, 0&M program
sustainability and long-term developments
would not be achieved if the Project was to be
terminated at PACD. In addition one oy the
Major Project purpose of sustained renewal of
the Irrigation Systems would not be achieved
since 65% of the rehabilitation works would
remain to be completed at PACD. Furthermore
the assistance and training needed for the
DCFOs in carrying out O&M activities of their
Distribution Canal Systems would not |©be
accomplished by PACD.:

o Recommendations- An extension of the LOP of the 1SMP was
recommended by the Mid-Term Evaluation Team
tfor a period of two years in order to over
come the negative conclusions stated above.
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Many other recommendations were made during
the Mid-Term Evaluation relative to each
.component and those recommendations were
instrumental in helping accelerate and improve
the work. These recommendations, by Component
are presentied under Exhibit 3-4-1.

3.5 GOSL GRANTING LEGAL RECOGNITION TO F.O.

Originally constituted DCFOs are registered with the IMD and DDIl to
obtain official status. The registration with DDI allows them to be
considered for construction contracts. The Agrarian Services
(Amendment) Act No. 4 of 1991 provided Farmer Organizations with
the necessary legal recognition and statutorv powers as a corporate
body. 'this is a turning point in the history of farmer
organizations in Sri Lanka.

The Agrarian Services (Amendment) Act No. 4 of 1991 Section 56 B,
states the tollowing:

"Provided that the Commissioner may register a Farmers Organization
in any area under a Major Irrigation Scheme with the concurrence of
the Secretary to the Ministry of the Minister in charge of the
subject of Irrigation.

(2) From and after the date of registration of a Farmer’s
Organization under subsection (1) such organization shall be a body
corporate with perpetual succession and a common seal and may sue
and be sued by the name by which it is registered".

Each Farmer organization shall consist of at least twenty five
owner cultivators or occupiers or one fourth of the total number of
owner cultivators an occupiers of agricultural land in such areas
to become a legal entity for registration to make an application to
the Commissioner.

There are 60 DCF( registered under Section A and B and 78 DCFOs
have been registered under only Section A. Those who registered
under Section B are involved in agri-business activities. Most of
the DCFUs are supplying agro-inputs to the farmers and some will
buy back their nroduce. There are several organizations who are now
seeking pbank assistance to obtain credit for starting paddy mills
and other agro-processing industries.

The IMD should make arrangements with the DCFUs to have them
stipulate certain rulJes and regulations with regard to water
allocation and distribution, clearing and maintenance of canals ana
other irrigation requirements. It some water users violate such
rules and regulations, the farmer organizations will soon find
themselves in virtually a helpless position because of the absence
of proper legal provisions and mechanisms to deal with such cases.




3.6 GOSL DECISION TO HAND-OVER DISTRIBUTION CANALS TO FOs

on January 13, 1989, an order by the Director of Irrigation was
circulated to all Range Deputy Directors to begin the hand-over of
Distributary Canals to the Farmer Urganizations who have formed and
who were 1n a position to take over the responsibilities of
operating and maintaining their D-Canals and ¥ ‘s (See Annex
Vilil).

This was a major Government decision and because oi the strong FO
Development Program under the 1SMP, the turnover of Distributary
Canals started in 1989 with a simple non-official hand-over
ceremony and instructions to several DCFOs in the Polonnaruwa
Range. The initial hand-over ceremonies was carried out on August
18, 1989 in four DCFOs in Minneriya Scheme; they were
Divulankadawela, Vuharamawatha, Kusumpokuna Mahasen and Kusumpokuna
DCFOs. After that date some 76 D-Canals of out of 130 in the four
Polonnaruwa Range Schemes and RBE Scheme in Kurunegala Range were
handed over to the DCFOs by early 1990.

During the initial hand-over period the ID requested the DCFOs to
take over the responsibility of maintenance, however, ID would
still contribute maintenance funds to the DCFOs. Also, technical
assistance by-l1D would continue to be provided for assisting them
in the maintenance of their D and F canals. However, at the time of
this initial hand-over the 1D was still! responsible for the
operations of the Distributary Canal System and the process of
turn-over ot the operations to the DCFOs was delayed until training
could be impliemented to the DCFO members.

this handing-over of the Distributary Canal Systems to the DCFOs
was a maior step in the Farmer Urganization Devejlopment Program.
Ihe handing-over vprocedure was later otficially documented under
the irrigation Sector Assistance Agreement between GUSL and USAID
which 1s discussed under Section 3.8. that tollows:

.7 USALD DECISIUN TO END PROJECT ON PACD

USAID’s Decision to End Project on Original PACU

USAID decided in September 1989 to terminate the ISMP on the
original PACD date of 30 June 1992, 1in spite of the
recommendation made in the Mid-Term Evaluation to extend the
Technical Assistance for at least two years. We believe
USAID’s decision was based on the belief that the Contractor
had achieved the TA objectives of upgrading IMD/ID
institutional capacities to improve the performance of
existing major irrigation systems and, at the field level, to
test and demonstrate several new approaches to rehabilitation
and management improvements. In addition, effective
coordination has been developed between GSL agencies
responsible for agricultural extension, research and other
support services to help assure that the improvements in water
management are translated into increased agricultural
production.
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3.8 USAID DEC1SION TO IMPLEMENT 1RRIGATION SECTOR
ASSISTANCE AGREEMENT.

Once the decision was made by USAID to implement the Irrigation
Sector agreement, they set-up criteria for implementing an
Agreement with GOSL for the turn-over of funds remaining under ISMP
at PACD. The terms of this Agreement were stipulated under the
criteria established for release of Tranche funds as presented on
Table 3.8.1 that follows:

Tranche 1 was completed and funds released in September 1991;
Tranche 2 was completed and certified by TA contractor in December
1991 and Tranche 3 was completed and certified by TA Contractor by
PACD 30 June 1992.
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v POSITIVE AND NEGATIVE FACTORS AFFECTING IMPLEMENTATiON

The I[SMP Team was subjected to numerous constraints in the
implementation ot this Project; most were typical of development
projects. 'he major exception, ot course, was the civil unrest
which caused signiticant delayvs in the im~lementation schedule.

There were also, however, ©positive .actors which promoted
achievement ot Project objectives. Chiet among these was the
personal interest and support ot the USAID Project Otficer and 1ML
Project Dlirector. Also, the high level of interest exhibited by
tarmers in working jointly for common benefit and the relatively
high level of education of the rural Sri Lankan made the task of
organizing and training tarmers a bit less difficult. Finally, but
just as importantly, Sheladia believes that the expanded
utilization of host-—country professionals in implementation was a
major factor in Project success.

Enumerated below are the major positive and negative factors
affecting implementation of ISMP.

4.1 GENERAL

Positive Factors

o Inter-agency Coordination (where it existed)
USAID Flexibility in Implementation Approach
Eventual, though Late, Introduction of Crop Diversification
Component
Expansion of Sri Lankan Protfessionals’ Role in TA Team
Farmers' Willingness to Participate in Project lmplementation
Generally High Level of Education/Professional Expertise in
Sr1 Lanka

Negative Factors

Civil Disorder #Functuated ¥Yroject tor Duration

Lack ot Consistent/Rational GOSL Policy

Farmer/1MD/1D Perception ot Relative Deprivation vis a vis
Other USAID Projects

Inadequate Level of lnter-agency Coordination

Lack ot National Oversight for lnter-agency Coordination
GOSL and Farmers'’ Capability to Cope with Tight Implementation
Schedule

Coverage and Timing of Project Pre-Feasibility/Diagnostic
Analysis




4.2 FARMER ORGANIZATION DEVELOPMENT

’

Positive Factors

Collection of Membership Fees by DCFOs

Establishment of Development Funds by DCFOs

Training of Field Canal Representatives in Financial
Management

DCFO Participation in Preparation of Annual Budgets

DCFO Use of Development Funds to Purchase Agro-Inputs in Bulk
DCFOs Establishing Bank Accounts and Maintaining Their Own
Books

Extensive Use of 10s

Some DCFOs/SLFOs Preparing Monthly Income and Expenditure
Reports

Involvement of FUs in Rehabilitation and Maintenance

Legal Recognition of DCFOs

Rising lnput Prices

involvement of DCKFUs/SL¥Us in the Marketing of Farm Produce
Gap Hetween Achieved and Potential Output

Negative Factors

Lollection of OaM lees 1s rar trom Universal in a Given DCFO
¥inancial Management Program Was Late Getting Under way
lelaved/lnadequate ‘lechnical and Computer fIraining to FM/MEF
Assistants and DCFOU Otrticials
Non-availability/Non-accessibility of Computers to KM/MEF
Assistants

Existence of Disincentives to Organize for Sustainability
Abruptness of D-Canal Turn-Over

Delay in Creation of Work Committees within the DCFOs/SLFOs

OPERATIONS AND MAINTENANCE

Positive Factors

Preparation of Annual Maintenance Plans

Preparation of Improved Water Management Program

Farmer Participation in Rehabilitation

The O&M Training Program for DCFO Representatives

Training of Technical Assistants in O0&M

Introduction of Cost Eftective Type Plans and Structural
improvements

GUSL Wwitlingness to Payv Costs in Excess of the (lnadequate)
Budget tor Essential Kehabilitation

Negalive ftactors

Availability ot Construction Materials

Lack ot Project Planning Vata -- Maps /Extent /DCFU
Locations/Hydrological Boundaries

Brevity of Construction Period (2 months/vear) and LOP (5
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o

4.4

years)

Low Priority Given to Operations by 1D

GOSL Budget for 0O&M

GOSL Budget and Allocation Method for Rehabilitation (fixed
Rs./acre)

Only Structures in Field Channels Rehabilitated with Project
Resources

MONITORING, EVALUATION AND FEEDBACK (MEF)

Positive Factors

(o]
o

Appreciation of the Value ot MEF bv GUSL and USAID
MEF Monthly Scheme-leve! Reports

Negative Factors

o

0O0O0OO0O

4.5

Unarticulated or Conflicting GOSL/USAID Reguirements and
Expectations

Limited GOSL Experience/Personnei

Limited Computerization

MEF Monthly DCFO-Level Reports

Perceived Benefit of MEF to DCFOs

Planning Capability of DCFOs

TRAINING

Positive Factors

(o]
(o]

Training Program for DCFO Representatives in 0&M
Training Program for Technical Assistants in 0&M

Negative Factors

o]
o

4.6

Absence ot Monitoring and Evaluation of Training Programs
Lack ot Continuous Educational Program Follow-Up

CRUP DIVERSIFICATION

rYositive factors

(o]

lnclusion of Crop VUliversification as a Component of the
Project:

Participation ot the bepartment of Agriculture in
lmplementation

Declining Net Returns to Paddy

Physical and Environmental Conditions Conducive to Crops Other
Than Paddy

High Net Income, Better Income Distribution, and Increased
Employment Opportunities in OFC

OFC Stabilizes Soil Productivity




Negative Factors

o
o
o]

4-7

Lack ot Local 1MD Counterpart
Withdrawal of Grass—Roots Level Extension Workers (KUSN)
Crop Risk

PROCUREMENT

Positive Factors

(o]
O

Quality of Items Procured (Except Computers)
Joint needs assessment/remission at inception

Negative Factors

Timing of Procurement for Project Implementation Needs
Quality of Computers Procured for Water Management/MEF
USAID and GOSL Procurement Procedures

Unavailability of Construction Materials

4.8 RESEARCH

Positive Factors

Study (ompleted in mid-1992 on Cost hrtectlve Modernization
Strategies

Study cn Hydraulics ot Water Management Structures
Literature Reviev on Kehabilitation Projects

Negative Factors

Research Relevance to Implementation

Use of Resources on Poorly Conceived/Executed Studies (e.g.,
Study on Crop Productivity in Polonnaruwa, O&M Cost Study,
etc.)




v LESSONS LEARNED AND CONCLUSIONS
5.1 LESSONS LEARNED
5.1.1 Farmer Organization Development

The handing-over interviews of DCFO Officers and members of the
Board of Directors proved wuseful in furthering farmers’
understanding ot the importance of farmer organizations in
increasing their production and income. If this evaluation via
Score Card haa been introduced earlier in the DCFO’s development,
the ISMP FO Program would have advanced even more rapidly.

Cotllection of V&M tees 1s a sensitive matter. Rather +than
collecting tees for U&M, per se, ISMP promoted the establishment ot
DCFOU Development Funds which would be used not only for 0&M, but as
working capital tor other income-generating activities. 7This has
been an apparently successtul strategy.

Finally, organizing ftarmers is a difficult task. lt takes time,
motivation and a set of practical incentives. The farmers have
ditterent problems pertaining to water, land and other resources
and cannot be treated as monolithic. In working with the farmers,
it is helpful to understand them from a humanistic point of view.

The development and sustainability of Farmer Organizations depend
on all water-users becoming members of the DCFOs and the DCFOs in
turn must serve the needs of their members. It is essential that a
constant dialogue be maintained among DCFO Representatives and the
DCFO farmers. Finally, all members must pay their fees or be
sanctioned in some manner; otherwise the free rider problem will
undermine participants’' motivation,

5.1.2 Urerations and Maintenance Improvements

Ihe participation and involvement of the DCFOs in O&M improvements
enhanced their awareness of their responsibilities as beneficiaries
ot the lrrigation Schemes. It also helped them improve their
capabilities in undertaking contract works on irrigation
tacilities.

Some Sub-Frojects take three to four years to complete due to
existing local conditions and the length of time in preparing
designs and estimates which at times extend up to the close season.
Contractors do not maintain the works theyv have completed earliier
so these works ceteriorate even betore they are turned over and
reported as completed.

Various types of structures have been constructed within the 1SMP
area depending on various factors. KRubble packing of scoured
outlets of structures and side slopes of big canals are common
sights and are still in place. In other areas retaining walls/toe
walls have been constructed instead of rubble packing. There are
also toe walls constructed on small field canals which appear to be
too bulky and inappropriate for small canals. Rubble packing would
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have becen better or even well compacted earthfill would have been
sutticient.

improvements to headgates ot turnouts tor the installation of screw
type sliding steel gates come in dittferent sizes and shapes. It was
observed that improvements undertaken on these structures in Gal
Uya RH, Ridi Bendi Ela, and some schemes in PSS in Polonnaruwa, are
of the correct height and size and are more economical to construct
than the others. The more economical ones have been highlighted in
the Quarterly Report for the quarter ending September 1991.

It was observed that most outlets of newly constructed drop
structures along distributary canals are scoured and need
protection from further scouring.

Based upon detailed results developed for the twelve DCFOs in the
Giritale Scheme the following information regarding the maintenance
of the D and F canals to be taken over and maintained by the DCFOs
can be stated:

- The average cost Annual Maintenance of the DCFOUs in Giritale
Scheme was about Rs. 205 per acre.

- Labour reguirement of the Maintenance Cost was found to be
about 75% or about Rs. 155 per acre.

~ Cost of material, equipment, tuel, etc. is only 25% of the
Maintenance Cost, or onliy Rs. 50 per acre.

Hased upon the above results it can be concluded that the annual
cost needed for the DCKFU to maintain their D and F canals is oniy
about Rs. 50 ver acre provided the members contribute their labour
to the organization to implement the Annual Maintenance Plans.

Uperation and maintenance are paralle!, but separate activities in
the lrrigation Schemes. The funds for these activities are usually
given as lump sum appropriations. The Annual Maintenance Cost for
the Main System have been prepared for most the Schemes within the
1SMP area. An Operation Cost Estimate for the Giritale Main and
Distributary System was prepared based on the actual needs for
sustained operation including the operation of the Division
Computer Center. It is expected that the lump sum appropriation
provided by the IMD for 0&M of Schemes, would now

be easier to allocate based on the these estimates for the
individual activities and will redound to a more efficient and
effective implementation of the O0&M program of the respective
systems.

During walk-through surveys for planning rehabilitation works, more
care should be made in considering which works are to be given
priority especially when funds are limited. Canal structur=2s that
are about to collapse but could still be saved and easier and more
economically repaired must be given priority over those that have
already collapsed.
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In the selection of the type of canal protection structures to be
adapted, the use of the rubble packing against the bulky and more
expensive toe walls must be closely studied, especially in areas
where the topography is flat and the danger of canal washout 1is
not imminent.

For the improvement of turnout headgates for the installation of
screw type steel gates the smaller structures like the ones
constructed in Gal Oya RB, Ridi Bendi Ela and some parts of
pParakrama Samudra Schemes could be looked into and adopted in the
untinished Sub-Projects and/or in future rehabilitation projects.

Hubble packing should be used to stabilize the canal side slopes at
the outlet of drop structures with outlets already being scoured.

Pipe outlets in tield canals must not extend bevond the toe of the
canal embankment. It the width of the canal bund is sufticient the
pipe outlet should extend only up to the toe of the canal bund.
5.2 COUNCLUS LONS

5.2.1 SUSTAINABILITY

Farmer Organization Development

Each of the major components of this Project will require
additional outside assistance in order to fulfil the Project
Purpose of improving rural incomes through farmer—-managed operation
and maintenance of irrigation systems on a sustained-renewal basis.
While the TA Team succeeded in organizing almost 200 D-Canal
Farmer Organizations, each with an average of 10-12 Field Canal
Groups, the capabilities and cohesiveness of these organizations
varies greatly. Some organizations have been formed very recently
while others have been in existence for some time but are plagued
with problems; these will likely fail if the ISMP effort ceases on
30 June 1992. Others still, the vast majority, will struggle along
trying to develop themselves by relying on their limited experience
and resources and the training they have received to date under
ISMP. The final percentage ot DCFOs who will succeed in sustaining
the 0&M of their systems and diversitying into agri-business and
other income-generating activity is not known. However, it is
obvious that trurther training in Financial Management, Planning,
MEF and Business would have a tremendous pay-off given the level of
interest and enthusiasm among farmers at this time.

+inallv,., 1t must be recognized that, in general, all of the DCtOs
are in their intancy, especially with regard to agri-business
activity.

Operations and Maintenance

The information and data developed under the Annual Maintenance
Plans and related documents, if implemented under the Preventative
Maintenance Program atter ISMP, should, be effective in sustaining
the Main Systems provided the maintenance funds determined under
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the Annual Maintenance Plans are provided to the ID by the GOSL for
each Scheme. So far the funds allocated tor maintenance by the GOSL
tor the tour Schemes in the Polonnaruwa Range is only about 40% of
that required according to the Annual Maintenance Costs developed
tor the Main System ot these four Schemes. furthermore, part of
that budget allocation tor Maintenance was to be used tor the U-
Canals, so it 1s even less than 40% of the Main System maintenance
required.

Additional funds must be allocated for Main System Maintenance it
the Schemes under the ISMP are to be sustained under Preventative
Maintenance Program without need tor major rehabilitation in the
future.

The Annual Maintenance Plans and Costs developed for the
Distributary Systems of 5 of the 7 Schemes (92 out of 201 DCFOs) of
the Project was a major effort of accomplishment. This information
and data developed under the Annual Maintenance Plans if
implemented by the DCFOs after the Project should be effective,
provided the DCFOs develop the man-power and funds to fully
implement the plans for sustaining the systems. To date, these
Annual Maintenance Plans have not yet been implemented by the
DCFOs, so conclusions as to the effectiveness of the Preventative
Maintenance Program at the Distributary Canal Level remains to be
seen as of 30 June 1992.

The Action Plan for the implementation of improved water management
in all the Schemes within the 1SMP area had been developed after
discussions and review of past experiences on the subject. The Plan
is meant tc improve the management of the resources available
within the Schemes. The implementation of the activities under the
ptan 1s easy but needs dedication and perseverance. Operation and
Maintenance is not an attractive field so that unless the personnel
involved are properiy

motivated and compensated, thev look down upon it in favour of the
other tields of &Etngineering. 7The Irrigation Department has
technical personnel! very capable of undertaking the implementation
ot the Plan. There are those who like to undertake challenges and
this is a very challenging activity.

5.2.2 EFFECTIVENESS

The Project achieved significant progress toward attainment of its
goals. In some instances, goals were exceeded. The major exceptions
are the delayed implementation of the Preventative Maintenance
Plans and the overall program in Ampara. The PM program was
effective in the sense that detailed plans have been drawn up
collaboratively for Preventative Maintenance, but no scheme has yet
implemented these plans because of the inadequate time allowed in
the Project, given the extremely short construction/maintenance
season. PM cannot begin until rehabilitation was completed. The
reader is retferred to Chapter II of this Report for a detailed
review of accomplishments against targets for each Project
component.




5.2.3 RELEVANCE

In some ways, the development constraints the Project was designed
to address are no longer relevant to AlD’s current development
strategies. Foremost of these is the Project’s objective of putting
in place a mechanism that will allow O0&1 of selected irrigation
systems on a sustained-renewal basis. While AID has apparently
retreated from the funding of irrigation projects, several
considerations continue +to make ISMP strategies relevant in
substance. Some of these specific strategies used by ISMP to
promote rural income generation, technology transfer, and improved
resource use¢, appear below:

wvomen-in-development

agro—-enterprise development

land tenure

beneticiary participation

soil and water conservation
self~rinancing operations/privatization
crop diversiftication

public-private partnerships

O 00000 O0O0

5.2.4 EFFICIENCY

It must be said that the multi-disciplined, participative approach
envisioned in the Project Paper and expanded by the TA 7Team was
indeed efficient. Each component offered reinforcement to the
others and the enlarged role for local professionals which

was adopted provided both a critical mass and an intimate knowledge

of local conditions which was cost-effective. It should also be
noted that the costs incurred on this Project were relatively low
compared with those of similar ongoing projects in Sri Lanka.

In hindsight, efficiency would have been improved if the following
had been incorporated in the Project design:

o} Target groups’ awareness of the Project’s objectives and plans
was not achieved until the latter half of LOP. Had there been
a mass media awareness campaign early in the Project, earlier
particivnation of the targeted farmers could have been achieved
and progress on Project objectives enhanced.

lt there were direct contracts in construction with the farmer
organizations, supervised by private sector firms,
rehabilitation work could have been accelerated--at the same
or lower cost.

Local and overseas training would have provided greater
bencfit to the Project had it taken place in the first year or
two ot the Project, or even in a pre-Project phase.




5.2.5 IMPACT

While it is still too early to make many definitive judgemenis &s
to positive and negative impacts of 1SMP, sume notable changes have
already occurred. Positive impacts observed include:

) The acceptance by tarmers of participatory management ot the
irrigatio«. system, including in many cases an awareness and
acceptance of the government's inability to cover 0O&M costs.

Farmere have become involved in diversitied income-generating
and financial! management activities.

More economical methods of rehabilitation have been introduced
and zdopted (e.g., use ot Dry Rubble Packing vs. Toe Walls)

Creater equity in the allocation of water due to training in
water management and the installation of water measuring
devicet at headgates and boundaries of DCFOs.

Use of the Field Operations Units established by ISMP by 1D,
IMD, field personnel and farmers.

A high level of enthusiasm exists among Farmer Organizations
and Women'’s Organizations, while expectations appear
reasonable.

The only major potential negative impact that can be envisioned at
this time is that the DUFOs mav falter, making it much more
difficult for any future effort to get cooperation.




V1 PROJECT SUSTAINABILITY REQUIREMENTS
6.1 PURPUSE AND OBJECTIVES OF FOLLOW-ON ACTIVI1TY

The Purpose of future Project activity in the ISMP Schemes is to provide
greater sustainability while promoting a gradual and planned transition away
trom external support. Specifically, the follow-on should seek to continue to
increase rural incomes through improved yields, diversified production, and
improved water management, while institutionalizing farmer self-reliance in
the operation and maintenance of the irrigation systems on a sustained-
renewal basis.

The objectives of future Project activity will be to:

1. Strengthen Farmer Organizations through training and experience
such that they are financially and institutionally capable of
sustained existence and organic growth.

2. Strengthen Farmer Organization capabilities in improved operation
and maintenance and management of their Distributary Canal Systems.

3. Promote agri-business and other income-generating activities among
the Schemes’ tarmers..

4, tnsure fuller participation of Women in lDevelopment and in the
benetits ot development.

6.2 STRATEGLIES

A set of strategies to achieve these objectives was developed during the
Sheladia Team’'s Lessons Learned Workshop conducted during the last month of
ISMP. These are presented below. Given the extent of current needs, it is
proposed that a three-year effort be planned which would provide technical
assistance and training on a declining basis.

6.2.1 Strategies for GOSL

(o} Decentralize GOSL coordination of field activities, but continue to
liaise with a National Project Director.

o Improve periodic inter-agency scheme-level meetings; provide resources
for lunch, travel, honoraria; improve management of meetings (minutes,
agenda, guest speakers, etc.).

o) IMD to support Trop Diversification from internal or PL 480 sources.

o Use the lrrigation Sector Assistance Fund, in part, tor the follow-on
activities.

0 Appoint [DUs for each major scheme at a trequency of one per 10,000
acres.
0 Make Agricultural Instructors available for Crop Div:rsification and

Paddy Production at a trequency of one per 10,000 acres.




o] Continue the financing of Financial Management/MEF Assistants as long as
needed.

o Assign one full-time 1D official (Technical Assistant level) for O&M at
each scheme,

o Provide the 0&M funds required for the Preventative Maintenance and
System Operations Programs for the Main Systems as developed during
1SMP.

o] 1V to implement Preventative Maintenance Program for the Main bystems.

0 1) to implement improved Systems Uperation Program. )

(o} 1D to complete the DCFU Annual Malntenance Plans tfor al Uya Right Bank K

and Lett Bank Systems.

o] ID to continue to provide technical support to DCFOs in construction
management, quality control, maintenance and operations.

5 6.2.2 Strategies for All 1lmplementors (GOSL, USAID, Contractors,
- NGOs/PVOs)

o] Strengthen legal status of DCFOs.
o] Develop SLFOs as legal entities.

o Facilitate DCFO access to credit or grants for start-up capital for such
outlays as warehouses, weigh scales, mills, trucks, etc.

o Maximize utilization of Women’'s Organizations in income-generating
activities.
o Expand Women'’s Organizations’ participation in DCFO activities, as well

as planning and decision-making.

o} Encourage UCFU to hire paid emplovees tfor technical and management
support. Provide FM/MEF training to these UDCFO employees.

o) Provide MEF, Management, Business and Leadership Training for DCFO/SLFO
leaders.
o Spread the burden ot DCFO activities through the formation of various

Work Committees which would develop and implement plans and monitor and
evaluate related activities.

o Use external PVO/NGO resources, such as those of VOC4, ACDI, and Ford {
Foundation. ;

o Use Sri Lankan PVO/NGO resources increasingly, such as those of
Janasaviya Trust Fund or Sarvodaya.

o Facilitate DCFO-financed compensation for Jalapalakas and Field Canal
Representatives.




Upbgrade 10 capabilities and retrain as DCFOs’ reguirements mature,

Continue to provide modest material and tinancial resources to DUCFUs and
SLKUs on a declining basis with an aim of establishing them as viable
business entities.

Focus efforts on priority DCFOs to be selected based on needs and
potential impact of interventions. Provide 1least some continued
assistance to all DCFOs to provide ah equitable chance at sustainability
and provide valuable lessons.

Maximize utilization of existing GOSL channels for implementation.

Undertake Training Needs Assessment of DCFOs and SLFOs to assist in
targeting limited resources.

Progressively develop linkages with Governmental Agencies, NGOs/PVOs and
private sector entities.

Continue, at an intensified level, awareness-raising among DCFOs of the
requirements of privatization (e.g., hiring of managers and 10s,
financial management, etc.).

Expand crop diversification activities.

tontinue involvement of DCFUs in decision-making concerning
rehabilitation, U&1 and system operation.

Continue DCFU participation in rehabilitation contracts, to be expanded
to include Distributary-Level work,

Rationalize incentives; do not punish successtul DCFUs by cutting ot
maintenance funds.

Reinforce DCFO/SLF0O capability to prepare, implement, monitor and
evaluate the following:

- Seasonal Crop Production Plans
- Annual Maintenance Plans

- Annual Budgets

- Crop Marketing Plans

- Business Management Plans

- 0&M Plans

- Preventative Maintenance Plans




VII RECOMMENDATIONS

The ISMP Team has developed a set of recommendations for each
component of the Project as well as a set which applies across
components. These recommendations were developed to address the
issue of sustainability of the social, economic, institutional and
prhysical objectives of ISMP.

Because some of these recommendations are more urgent than others,
some are essential and some are more broadly applicable, they have
been organized along th:se dimensions. The starred items are
considered not only essential but ot high impact.

‘'ne majoritv of these recommendations have applicability beyond the
bounds of the 1SMP schemes in Sri Lanka; those that do are not
tollowed by "1sMpP" or some other delimitation in parentheses. There
is also a separate section tor recommendations pertaining to the
Ampara Range given the less developed status of its schemes.

The designation of some recommendations as implementable in the
Medium-Term does not mean to suggest there would be no advantage to
their earliest possible implementation, but simply that they can be
delayed for a 1limited time should resources be inadequate at
present to undertake the proposed program in its entirety.

It is hoped that this organization of the recommendations will aid
persons continuing the work ISMP started as well as designers and
implementers of similar projects to set priorities and assess the

policy implications of certain strategies for technology transfer
and sustainable development.

7.1 GENERAL

Essential Recommendations to be Implemented Urgently
Improve the awareness among Project participants of the
Project's objectives, strategies and approach to
implementation.

Complete the outstanding activities programmed for 1992.

Highlvy Desirable tlements tor (Consideration

1. Conduct annual implementation workshops tor each scheme for
the purpose ot planning and evaluation.

Use mass media for strengthening and developing tarmer
organisations.

Develop pilot areas wherein deficiencies are corrected and the
program 1is refined before expansion to other areas. These
areas specifically, should be rehabilitated by the ID and DCFO
farmers sufficiently trained and practised in diversified crop
cultivation, water management, O&M, financial management, etc.
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7.2

DCFOs to make decisions in advance to forego a Yala season for
either the undertaking ot rehabilitation works or the planning
ot UrC.

FARMER ORGAN1ZAT1ON DEVELOPMENT

tssential Recommendations to be Implemented Urgently

2"

IMD to assign an officer to each of the Districts to
coordinate the activities of the Project Managers.

Continue to involve women in agro-processing and other income-
generating activities.

Highly Desirable Elements for Consideration

1.

10!

ll.

Confer full legal status to DCFOs as well as SLFOs under the
Irrigation Ordinance and other applicable laws of Sri Lanka.
SLFOs to register under the CAS Act of 1991.

Improve procedure in the registration of SLFOs/DCFOs with the
Department of Agrarian Services.

Consider seriously issuing free titles to settlers.

Require title holders to consult the DCFO if they desire to
sell or mortgage their |land.

i'romote constant dialogue between DCF0O officers and members.

DCFUs to prepare, 1i1mplement monitor and evaluate the Annual
Budget and Work-plan.

LDCFUs to prepare, 1implement monitor and evaluate C(rop
production and Marketing plans.

SLF0Os and DCFOs to prepare, implement monitor and evaluate
Business plans. Further the SLFO to begin work on a
Development Plan.

Improve general membership understanding of rights,
responsibilities, benefits, costs and risks associated with
service contracts for O&M and rehabilitation work. (ISMP)

Institute mechanisms to diversify the sources of /DCFO funds;
DCFOs cannot be financed and sustained in the long-run solely
based on direct farmer contributions. Rehabilitation
contracts, O&M contracts, agro—~input purchasing, crop
marketing and joint ventures are good examples of potential
income-generating activities.

Provide start-up capital by facilitating loans or joint
ventures or identifying grant sources.




Essential Recommendations to be Implemented in the Medium Term
The Project Manager’'s Office should evaluate DCFO performance
every year using the same set of indicators delineated in the
Score-card used in evaluating candidate DCFOs for Management
take-over of Distributary Systems. (ISMP)

Put in place a mechanism by which DCFOs can impose penalties.

Create work committees in the DCFOs to spread the burden of
preparing and implementing the various annual plans.

Keview the lessons learned from previous and other ongoing FO
prograns .

Highiv Desirable kElements for Consideration

SLFUs and DUFUs to consider becoming involved in Joint Venture
comvanies.

institute trield Cenal Group Membership agreements following a
session orienting tarmers to objectives, expected benefits and
obligations.

Establish offices for each DbLCFO.

7.3 OPERATIONS AND MAINTENANCE 1MPROVEMENTS

Essential Recommendations to be Implemented Urgently

Provide the necessary transport, . communication and
accommodation facilities to technical staff.

Impose strict quality control standards on rehabilitation
work.

Pay for field canal earthwork under Project funds. Users can
still pay for this work, but indirectly. DCFOs should be
assessed fees based on average costs of the earthwork. The
Project, via 1D, should then contract out the work. DCFOs
could recoup their tees by undertaking these contracts and
thus an incentive would be in place to assure completion of
this earthwork which has, without ftail, constrained every
irrigation project in Sri Lanka.

Uti1lize rainrall etrectively thereby maintaining tank water
levels.

The Technical Assistant (TA) of the Field Operations Unit and
the DCFO Water Master to make joint walk-through verification
of water needs. (ISMP)

ID to rehabilitate the D-Canal system prior to the turning
over to DCFOs.
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10.

11.

12.

13.

14,

15.

10.

17.

18.

19.

20.

Continue to conduct walk-through surveys to identify the work
to be done with the participation of Farmer Representatives.

Define criteria for rehabilitation thoroughly before a project
commences. These criteria should guide budgetary commitments.

Award contracts only to U(FUs that express a strong interest
in the work and onty it they are well organised and have
received LD training in construction management practices and
quality control.

Continue the construction of measuring devices at an
intensified pace.

ID and IMD continue to assist and guide the DCFOs in O&M
activities. 1The Field Operations units should be used as a
meeting and discussion place.

DCFO to develop its O&M plan at least 30 days before the Kanna
meeting and submit it to SLFO, IE and staff for discussion.
‘This plan can, 1infact, be presented at the Pre-seasonal
meeting to be finalised at the Kanna meeting.

GOSL to allocate additional funds for the maintenance if the
Main System.

Maintain a full-time 1D oftficer at each scheme, even after
handing over the D-canal operations to DCFUs, for the guidance
and sumervision purposes.

The DA anda Head ot ROC to analyze the Water Management
Evaluation Report weekly and take corrective action as
appropriate. (1SMP)

Prioritize calibration of all measuring structures remaining
to be calibrated. (1SMP)

Allocate funds tor the immediate repair and ongoing
maintenance of the computer unit. (1SMP)

1Es to use the set of indicators (Score-cards), developed for
evaluation of Water Management Cells, in monitoring their
respective schemes.

For main canals, branch canals and large D-canals, use current
meter calibration at Gauging station. Calibrate the drop
structure at the head gate for D-canals. For smaller canals,
use the cut-throat flume. (Giritale, Kaudulla)

Implement assessment of canal losses. The proper functioning
of the Computer Assisted systems operations model (CASOM)
requires this information. (Giritale, Kaudulla)




Essential Recommendations to be Implemented in the Medium Term

Revise the present handing over program for 0&M of D-canal
systems so that successful DCFOs are rewarded financially,
rather than punished with the withdrawal of support--sometimes
before rehabilitation works are complete.

ID personnel and DCFO representatives to work together in
preparing the plan ESI work.

Involfe DCFOs in O&M service contracts as early as possible.

Include the development of adequate planning maps for the
irrigation schemes in the <earliest stage of project
implementation. The maps must be to scale and must delineate
tield canals.

Replace the 1D standard inclined drop structure with the 1ISMP
standard vertical drop design tor D-canals and F-canals. These
are very 2/3 the cost, more ettective and virtually
maintenance tree.

Use drv rubbie packing tor cana! bank stabiltization. 1t is
very etftective and half the cost of retaining walls.

Highly lDesirable Elements for Consideration

l .

Do not impose arbitrary or general limits (eg. a given cost
ver kilometre) on the amount to be spent for the
rehabilitation of irrigation tacilities; rather costs should
be based on agreed criteria as mentioned above. Costs and
requirements vary not only by scheme but even along a single
D~canal.

The Head of ROC to co—-ordinate the activities of the CASOM.
(ISMP) :

Use the computers purchased under +the ISMP for Water
Management more fully and more appropriateiy. (ISMP)

Prepare construction plans one year in advance of construction
so that they can be reviewed, modified and contracted in time.

FINANCIAL MANAGEMENT [MPROVEMEN

essential Recommendations to be lmplemented Urgently

1.

Ilrain and monitor otricials of WUUFOs and SLFUs so that thew
prepare monthly 1income and expenditure accounts and bank
reconciliations.

Continue 1IML/ID monitoring and encouragement of DC¥FOs and
SLFUs to ensure they prepare, impiement, monitor and evaluate
Annual Budgets.
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DCFOs and SLFOs to compile and maintain address records of
their membership.

Update specification registers on an on-going basis.
‘frain the Institutional Organizers, Field Channel

Repnresentatives and tinancial Management Assistants in
Financial Management.

Essential Recommendations to be Implemented i1n the Medium lerm

1.*

2.*

[
.l

Audit the 0OCFUs and SLFOs and assist them in the preparation
ot balance sheets and prorit/loss statements.

Ensure collection of membership fees by DCFOs. The fees shouid
be stated in kind--e.g., one bushel paddy per acre per season-
-50 that inflation does not erode collections in real terms.
Cash equivalent should be welcome at the going rate for paddy.

Rationalize the fee structure to ensure coverage of 0&M costs
without free riders while permitting optional participation in
other DCFO/SLFO activities on an equitable basis.

Highly Desirable Elements for Consideration

1.

.5

Essential HRecommendations to be lmplemented in the Medium Term

1.

7.6

Computerize available financial, production and marketing data
and up-~date data annually. (ISMP)

Plan for year round construction/rehabilitation work via
bypassing work sites, de-watering or using cotter dams. This
would require rotating a fraction of the command out of
production every year. Alternatively, sufficient allowance
must be given in project duration for completion of works
during the 2 month oftr-season. The targeted length ot
rehabilitation in ISMP should have been programmed over a
minimum of 8 vear: since the Jatter approach was envisioned.

MONLTORING, EVALUATION AND FEEDBACK

t

Train DCFO and BSLFO ofticials to interpret monitoring
intormation and train the MEF assistants more thoroughly in
collecting monicoring data.

TRAINING

Essential Recommendations tu be Implemented Urgently

Train DCFO leaders at the system 1level in preparation,
implementation, monitering and evaluation of various Annual
plans.

Retrain and upgrade the skills of the IOs to keep up with the
changing needs of the DCFOs as they develop. (1SMP)
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3. I'rain Jalapalakas and DCFO Presidents to obtain data needed
for water management on a daily basis and to make this data
available to the SLFO.

Essential Recommendations to be Implemented in the Medium Term

1.* Train trainers at the SLFO level in ME&F, applied business
management and financial management. (ISMP)

7.7 CROP DIVERSIFICATION

Essential Recommendations to be lmplemented Urgently

1.* VUndertake cost-return analysis and evaluation of new crops.
Continue farmer training and demonstration programs until the
later stages of the "early adoption" phase. Speciftically,
continue block demonstrations for diversified crops and zero-

tillage demonstrations between Yala and Maha. (1SMP)

Assist the DCFFOs to develop technical and extension services
at the grass-roots level. (1SMP)

Improve technical support in farm credit, agricultural
production and marketing.

lncrease DUA role in crop diversification--e.g., in awareness
training, technical training, extension. (ISMP)

Provide incentives to DOA officers.

Field Canal Groups to take primary responsibility in selection
of fields for new crop trials. DOA and IMD (especially 10s) to
assist.

ID to solicit the considerable farmer skill, knowledge and
experience with respect to both rehabilitation and O&M.

Essential Recommendations to be Implemented in the Medium Term

1. Adopt an integrated farming approach to sustain year-round
incomes for farmers.

Highly Desirable Elements for Consideration

Design tarm lay-outs tof water management suited to OFC
production. (1SMP)

lncrease cropping intensity in the schemes.

VDOA Extensionists to promote OFU during Maha. (18SMP)




4. Emphasize season-specific concerns in extension efforts.
5. Introduce low-cost technology for culture and processing.

6. Expand field days and field tours.

7.8 PROCUREMENT
Essential Recommendations to be lmplemented Urgently

1. tonduct computer equipment needs assessment and purchase
needed additional eguipment. (15MP)

7.9 RESEARCH
Highly Desirable Elements tor Consideration

Future research activities should be open to both private and
public firms and institutions.

7.10 GAL OYA RIGHT BANK AND LEFT BANK—-—-AMPARA
Essential Recommendations to be Implemented Urgently

1.» Train Field Channel Representatives in Operations and
Maintenance and Financial Management. (GOLB/GORB)

2.* Train DCFO Representatives in Operations and Maintenance and
Financial Management. (GOLB/GORB)

3. Train DCFO Revresentatives, Field Channel Representatives,
kEnumerators, 10s, and ME&F Assistants in Monitoring,
Evaluation and Feedback. (GOLB/GORB)

4, frain BCFOUs 1n the preparation, implementation, monitoring and
evaluation of Annual Budgets, Annual Maintenance Plans, Crop
Production Plans, and Business Plans. (GULB/GORB)

a. Expedite construction ot siphon. {(GURB)

6. Extend the I0s at least through 1992. (GULB)

tssential Hecommendations to be Implemented in the Medium Tlerm

1. Implementing statt to conduct workshops and training for IUs
to address their tfield problems and refine strategies.
(GOLB/GORB)

2. Train farmers in agriculture and auaimal husbandry. Speciric

subjects to be covered should be based on particular needs
(e.g., IPM, zero tillage, cultural practices, seed storage,
etc.) (GOLB/GORB)

3. Increase 10 coverage gradually to no more than 5 DCFOs in

130




8.

early 1993 and 10 DCFOUs by the end of 1993. (GOLB)

Appoint ten Tamil-speaking 1l0s as soon as conditions allow.
(6OLB) .

Establish a Tamil-speaking segment by appointing a PM and I1DO
who speak Tamil. (GOLB)

Retain present number of I0s for GORB through 1992 and
gradually reduce so that each covers 10 DCFOs by early 1994.
(GORB)

Appoint three Tamil-speaking 10s and one Tamil/Sinhala-
speaking I0 to Akkaraipattu. (GORD)

Appoint one Tamil and Sinhala speaking IDO to Damana. (GORB)

Highly Desirable Elements for Consideration

1.

4,

Update training modules, manuals and materials on a periodic
basis.

frain farmers in crop diversification seasonally in advance ot
the season’s beginning. (GOLB/GURB)

Use audio-visuals in training.

Use resource DErsons with appropriate skills and
gualitications for special training.

Implement Volunteer Extension Workshops wherein volunteers are
recruited, oriented and trained to disseminate crop
diversification techniques and information. DOA extensionists
have excessive loads and are inadequate in number. (GOLB/GORB)

Construct a Project Office for the Tamil segment. (GOLB)

Extend Project activities to the River Division of Senanayake
Samudra. (GOLB/GORB)
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ANNEX I
SHELADIA"S SCOPE OF WORK

e ec &

"Aesist the GSL Project Manager in the preparation of Life of
Proiject and Annual Work Planes. which describe in detail the
project activities to be undertaken, including budget
detaile, construction work programs, detailed training
rlane, staffing planse, commodity procurement liet, etc.

Prepare Monthly, quarterly and final reporte which summarize
the specific activities of the TA team members and report on
overall progreee of the project. The contents of these
reportes are fully described on Section C. 4.

Assist the MLLD in the collection of dJdata for specified
purposes including regularly scheduled evaluation to be
conuircted-by USAID and the GSL.

Responslble for planning, scheduling, coordinating and
adminietering all technical sassistance, and commodity
procurement required for succesgsful project implementation.

ngmﬁgwamw
reauired backetop support from the contractor's 0.5, office,

The t=am leader will be responsible for aesligning the tasks
stated in the following eectiong to the appropriate team
members, both expatriate and local; assuring the work is
done and ies of high quality; and is completed in &a timely
manner .,

Farper Organization Development

Review litersture on farmer corganization efforte with
epecial reference 1o water management and agricultural
prodaction activities in Sri Lanka, the ISM Project Farmer
Organization Development Plan &and Dbaseline information on
farmer organization in the prolject aress. Work with project
etaff to reviese and expand upon recruitment, trainipg. and
program including the esgtablishment of administrative
procedures, reporting formate.ete,

Work with project staff 1o develop the qualifications and
evaluation criteria for eselecting Institutional Organizers
Ios. "
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(3)

(4)

(5)

(6)

(7)

(8)

Assist IMD and the Agrarian Research and Training Institute
(ARTI) staff in training 1I0s, aeeistant projeci managers,

etc. Develop, refine and field tegt training materiasle and
modules for varioue staff levels,

Del&lgp__a_sm _wj.i;hin__lml__t_o____mnm__amgr_eﬁe__m
organizing farmers, uet

and develop & methodology to measure gffgg&jyenﬁss of fgrmen
organizations,

Develop a methodology for meseuring the effectivenege of
farmer participation in the ] te ENe

Irrigat cheme C

Prepare, with GSL etaff, sappropriate information euch as
(@4 s \ — 1

pregsentatione, etc. on the Farmer Organization effort which

Wwill be used for training and/or public awarenese programe.

Work with IMD staff, ARTI and others to design and implement
eurveys, studles and other means to evalvate the progreese of
the project and ite 1impact on teneficlaries. Thepe sgtudies

ghould be designed utilizing the bagellne informstion from
the Disgnoetic Analveie Studies. previous ARTI etudies sand
other dats  which are svailsble and should be coordinated
with gchednled mid-term and finsl project evalustions,

Prepare & report which assesses the work carried ont during
the period of the Farmer Organization Specialist’e services

in Sri Lanka. Thg_r_‘mt_ﬁlmld_miﬂ__me__sm‘ng&hﬂ_ﬁnd

guidelines for the quglgijgn C €
life of the project: m ecomne

program to a national effort, i1f sppropriste; and contain =a
bibliography of documentse pre Spe
hie/her period of service,
Operatione and Maintenance Improvement.

Aesict the Irrigation Department in esurvey wmapping, design
and conetruction of the rehabilitation of the four
irrigation eystems in the Polonnaruwa District and the Gal
Qva Right Bank oSyetems.

- Recommended &additional mapping requirements, if any.
necessary for the rehabilitation.

- Based on the information collected 1in +the Diagnostic
Analysis studies, other Basellne data collection
activities, paest rehabilitation experience in Sri Lanksa
and Irrigation Department dsta, work with ID to design,
sizing of canals, esuitable locations of aprropriate
meaguring structures, checks, drops, drains, etc.



(2)

- Periodically review cost data and forecast costs of the
Essential Structural Improvements (ESI) rehabilitation

program _ tor _the four  _irrigation systems__in _the

Polonnaruwa _ District and of the  Pragmatic
Rehabilitation (PR) program for the Gal Oya Right Bank.

- Recommend appropriate system modifications at the field
channel level, including design of measuring
structures, farm outlets, extension of canal network to
include de facto water users, drainage reuse areas,
etc,

- Oversees and develop a reporting format to report
progress on designs. Review and recommend for approval
all design drawings and documents and all as-built
drawings.

- Provide guidance and monitor construction work to

assure quality, determine appropriate site changes, and
certify completion of project rehabilitation work.

- Ensure that construction is completed according to
approved designs and specifications.

- Develop in association with the ID, methods of
progress monitoring.

- Develop in association with the ID methods of
monitoring for cost control.

- Develop and work with training staff to present
courses tor construction supervision and quality
control personnel.

- Assist in identifying sub projects for USAID

reimbursement.
- Recommend and promote efficient utilization of
equipment. Assist in planning the equipment

utilization, operation and maintenance.

- Prepare and periodically revise construction
progress charts.

Assist with the development and implementation of annual
maintenance plans and +the preparation of a preventive

maintenance program for sustained renewal in the four
Polonnaruwa District systems, the Gal Oya Right Bank system,
(or other system to be identified) and the Ridi Bendi Ela

system.



Examine present maintenance proceduree and identify
weakneeses and propose appropriate changes. Re~ommend
staffing levels, schedules, procedures, equipment,
etc., necesgsary for carrying out maintenance surveys
anddmaintenance rlane based on priority maintenance
needs .

Develop and work with training staff to present courses
on maintenance.

Aseist with the development and implementation of an annual

preventive maintenance program in the Gal Ova Left Bank
gyetem, or other eyetem to be identified.

- Examine present maintenance procedurese and identify
wenknesses and propoee appropriate changee. Recommend
etaff levels, 8chedulese of maintenance, procedures,
equipment, etc., necessary for carrying out the
rreventive maintenance program.

Develop and implement refinements to the GSL annual
budgeting procedures for the Irrigation Department and
procedures which utilize eupplemental GSL and USAID
maintenance funde.

Frepare a preventive maintenance manual and work with
training gtaff to train field staff on the
implementation of the preventive maintenance program.
Refine and update the manuval ae appropriate,

Aselst with and train staff in the development of a water
nenagement improvement program in the Gal Ova Right Bank
eyetem, (or other syetem to be identified) the (%)
Polonnaruwa Dietrict sveteme and the Ridi Bendi FKla evetem.
Develop training programse, materlsls, ete., which enable
staff to effectively carry out the program.




Aesiet with the development of discharge ratinge and
c&libration for control and messurement structures.

Aegiet with the mesgurement of loeses in the
conveyance, djﬁtrj b!;j,jgn &nd Qn"fﬁrm ﬁyﬁﬂﬁmﬂl

Conduct on-farm studieg to determnine Hﬁ!}ﬁt reqauirements
and appropriat
other crove, .

Analyze the data, make recommendatione for improvemente
in opersating proceduree =nd on-farm practicee, and
prepare a report which includese +the findinge and
recommendations,

Aeelst in the preparation of geagonal reporis on water
iesues.

Develor and aegeist in the implementation of & computerized
weekly operations model for the Gal Oya Right Bank, (or
other eystem to be identified), +he four Polonnaruwas
Dietrict eystemse and the Ridi Bendi Elu System.

- Develop & computer model for echeduling and recording
weter releacses for each system which takee into account
e0ll properties, croprping patterns, system losses,
reinfall, etc. Prepare a document which describes and
explaine the usage of the computer model.

Woerk with training etaff to train pereonnel to utilize
the model for operations and prepare seasonal water
ueage reportes.

Develor and asegist in the implementation of a computerized
daily cperations model for the Gal Oya Left Bank System, (or
other system to be identified), which +takes into account
eoll properties, cropping patterns, esyestem loseses, rainfall,
hydraulic traneients, etc.

- Develop and prepare documentation for the model.

Wcerk with training staff to train pereonnel to use the
mcdel and prepare seagonal water usage reportis.

Financial Mansgement Improvement

Review the preeent Q&M fee collection program, including the
public awareness of +the program, billing, collections,
accounting, etc. Make recommendationse as to how the program
is to be improved.




(2)

(3)

(4)

(e)
(1)

(2)

(3)

(4)

(6)

(7)

Work with IMD financial staff to develop, on a pilot basig
an 1mproved financial management program which determines
O&M funding neede and prioritiee, projects 0&M funding needs
over a five year period, forecaste the avalilable O0&M
payments, accounte for expendliture of funde and coordinates
fee collection with prioritized Q&M requirements.

Develop training materials and work witn training personnel
to train staff on improved financial procedures.

Erepare € ! e £nee L
financial .usnagement program. ansalvzeg the progress nede

Monitoring, Evaluation and Feedback (MEF)

Identify performance indicators reaunired to iuprove the
performance of +the project irrigation systeme including
measurements of the internal operations of systems (water
usage, distribution efficliency, farmer participation,
personnel performance, other inputs, etc.) and ultimate
outpute of the eystem (agriculturs”. production, crop
divergification, farmer income, equitable income
distribution, environmental stability, etec.).

Refine the performance indicatore based on management needs
at system, dietrict =snd headquarters levels.

After reviewing existing data c¢ollection procedures,
establieh data collection requirements and procedures,
reporting formats and sampling methods and frequency of datsm
collection and reporting. Malor revortg are expected 1o be
prepared geagonally but additional reporte mavy be prepared
monthly or annually,

Work with IMD, ID and other agency staff to identify
appropriate field staff to collect the basic data.

Prepare training materials snd work with training staff to
train field level staff in data collection methods.

Develop appropriate computerized methode to analyze data

collected under the program. Document the uge of the data
analysie techniques and train appropriate gtaff in the

untilizstion of data analyeie programs.

Work with IMD snd other staff to implement the Monitoring
evaluation and feedback (MEF) program on a pilot basis in
the ISM Project sites. % on ¢ ;€&
reporte which can be made available shortly after the cloges
of the seeapon., Aseist in +the preparation of other MEF
Reporte whose frequency is to be determined.
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(8)

(9)

(£)
(1)

(2)

Refine the reports and the data collection effort based on
feedback from management and wusefulness of the reports.
Document the data collection and reporting effort and
estimate recurrent costs involved in the MEF effort.

Prepare an interim report on the progress under <the program
with the results keyed to the midterm project evaluation.
Prepare a final report by the time «f the final project
evaluvation. The final report should summarize progress made
on the MEF activity, report any management changes resulting
from the program, and recommend any modifications in the
program needed to expand it to a national effort.

Iraining Capacity Enhancement
Work with the G3L_ Project Manager to develop _a life of
project training plan and annual training plans which
specify training activities (incountry and overseas) to be
carried out. Assist in +the identification and selection of
candidates for training. Report on training activities held,
maintain lists of _trainees who participated, and evaluate
training activities.

In-country Training

- Assist the ID to support improved operations and
maintenance procedures developed under the Project
through in-service +training at Galgamuwa Irrigation
Training Institute (GITI) for Irrigation Engineers,
Technical Assistants and works supervisors. Review
existing materials, develop and refine training
materials for the specific skills required in each
staff category and work with the training staff of GITI
to develop effective in-service training programs.

- Assist the IMD to develop training materials and
conduct in-service training courses for project
managers and assistant project managers under the INMAS
program. Specific courses dealing with irrigation
management, orientation on  the MEF  program,
agricultural production, etc., are to be developed.

- Work with ART1 to refiue training materials for the
farmer organization element of +the project including
pre-service and in-service training for 10s and
training for 10 superviscrs and managers.

- Work with Sri Lanka Institute of Development
Administration (SLIDA) to develop a series of courses
in O&M financial management for IMD financial officers
at headquarters, district and system levels.




Work with universities or other organizations to be
identified on developing in-service training programs
on computer applications in irrigation management and
the MEF program_to __be _ directed to _ field and
headquarters staff.

Overseas ‘lraining:

Identify needs, develop and assist the GSL in implementing
overseas_training program,

Research

Participate on a research committee to select proposals for
tunding under the project.

Coordinate with other agencies conducting research under the
project.

Commodity Procurement

Assist in preparing lists and specifications for
commodities, including maintenance equipment, field and
office equipment and vehicles estimated at § 3.1 million to
be purchased under the project.

Carry out all off-shore procurement actions wunder the
project in accordance with AlD procurement regulatioas.

These include:
Frepare Invitation for Bids and Requests for Proposals,

Fvaluate bids and recommend to the GSL, and with GSL
approval, make awards.

Issue contracts or purchase orders.

Expedite suppliers'/vendors’ performance.

Inspect and consolidate commodity shipments in the U.S.
Handle and forward procurement/shipping documents.

Arrange freight forwarding, export packing and
ocean/air transport.

Arrange insurance and process insurance claims.

Provide reports to AID and the GSL indicating the
status of each procurement action.

Handle management and communication responsgibilities
reguired in implementing tne& procurements.
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C.4.

Arrange for the payment for commodities purchased under
the project.

Arrange for suppliers to furnish appropriate
installation and familiarization support for equipment
purchased.

Pursue economies in the procurement process that may be
obtained through improving specifications, soliciting
from sources involving the least mark-ups, obtaiuning
project freight rates and utilizing other sound,
prudent purchasing practices.

Facilitate proper and timely clearance through customs.

Assist in inspection of commcdities upon in-country
arrival.

Ensure proper markings, tagging or other identification
of commodities as required.

Ensure entry into the inventorvy of the Ilrrigation
Department and other agencies.

Iirect proper handling and transit of commodities from
point of entry to point of storage/utilization.

Plan _and monitor proper_utilization of commodities over
the contract perlod

Reports:

In addition to reports specified in sections C. 3. above,
the Contractor shall prepare the following reports:

(a)

(b)

Monthly Reports: Submit a monthly report covering Major
activities, decisions and events, _current or foreseen
problem areas together with recommendations for their
§glu§lgg, In addition monthly 1 reports will include data
on personnel arrivals and_departures, local travel, anq
copies of individual TA team members, reports on work
performed _during the month and work rnlanned for the
following month, staffing levels and other personnel
data_ as_appropriate. The report is due on the tenth

working day of_the following month.

Annual and Life of Project Work Plans; Assist the GSL
Froject Manager prepary in both narrative and
diagrammatic torm a life-of-project (LOF) work plan and
detailed annual work pians. These plans shall_ describe
all project activities and_ shall  clearly set out,
chronologicaily, the strategy to be employed in meeting
project objectives.




Both the LOP and the annual work plans shall specify
the _ _timing, implementation arrangements,
responsibilities, _and resources__ required for all
activities planned under the project.
activity shall be assigned _a starting and completion

. g ich ots project activity agajinst
et e bs e uasd PRe TLBP Y ERa-anud T VorRptans
shall identify _ personnel _reguirements required to
successtully complete each activity. The LOP _and_annual
workplans shall also _include budgetary requirements,
both from GSL and _AlD funds. _The treining plan_shall
specify intormation on planned overseas and incountry
training course, title of trainers, and _purpose of
training program. The annual work plans are required
and due by November 30, each year and must be approved
by AID for each year’s activities,

Quarterly Reports: Submit detailed quarterly reports which
shall include a report on progress_of the project achieved
versus_progress scheduled on__each component of the project
and reports_on _the financial status of the project. The
report will include necessary charts and graphs to report
actual versus scheduled progress in meeting the project’s
outputs according to the 1life of project workplan and any
revisions. The report will specifically include data on

- Training, fielding and work of 10s

Establishing farmer organizations

Design of rehabilitation work at each site

Construction work at each site
Utilization of equipment

Progress on operation, maintenance and water management
programs

Progress in the financial management program
Progress in the MEF program
Training activities held and lists of participants
Research planned, underway and completed

- Commodity procurement status and commodities on site.

The report 1is due on the 20th working day after the end of the
quarter reported.




(d)

Einal Report: Submit a final report which provides an
overview of the work vperformed and resultant findings. The

.report should highlight major actions or decieione made

during the life of the project, results of thoge actions or
perceived reasons for their esuccess or failure. The final

e e : ent, (e} )
develorment of the msnagement of the project irrigstion
gites and further irrigation management projects in Sri
Lapka.
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ANNEX I1I

LIST OF REPORTS PREPARED BY SHELADIA UNDER ISMP

The list of reports produced by the Consultant during the LOP on

the ISMP is presented by each Project Component:

FARMER ORGANIZATION DEVELOPMENT

No. Name orf Report Person Responsible

knd ot Tour Heport John Wilkins-Wells

End Tour Report P. Ganewatte
End ‘‘our Report N.K.Adikaramge
End Tour Report - R. Kandiah

End Tour Report H.B. Bautista

Literature Review
on FO Development J.Wilkins-Wells

Guiding Principals on FO P. Ganewatte

Innovations FO in S/L P. Ganewatte

Assessment Report on

FO Development H.B.Bautista
N.K. Adikaramge

OPERATION AND MAINTENANCE IMPROVEMENT

No. Name of Report Person Responsible

End of Tour Report D.S.A. Kulasekera
End ot Tour Keport S. Balasingam

End orf Tour Report C.¥. Leonhardt
End ot Tour Report 1.A. Cerdan

knd or Tour Revport V. Weerakoon

End ot Tour Report 5.B.Seneviratna
End of Tour Report K. Vallipuram

End of Tour Report W. Amarakoon

Update ID Maint. Manual Leonhardt/Balasingam/
D. Weerakoon

Report on ISMP Maint. Leonhardt/Cerdan/
Progress K. Vallipuram

Date
30 Mar 8Y
March 1991
30 June 92
30 June 92

30 June 92

30 Marchd9
March 1991

March 1991

30 Jun 92

Date
12 Mar 91
31 Jan.92
30 June 92
30 June 92
30 June 9!
June 92
June 92
June 92

June 92




OPERATION AND MAINTENANCE IMPROVEMENT (Contd..)

No. Name of Report

Person Responsible

11 Report on Presentative
Maint Program GO LB

12 Water Magt. Computer
Model Users Manual

13 Ridi Bendi Ela System

Leonhardt /Cerdan

Garry P. Merkley

Leonhardt /Kulasekera

0&M & FO Status Report P. Ganewatte

14 Annual Maint. Plan-
Giritale Main System

15 Annual Maint Plan -

C.F. Leonhardt

Giritale DCO Puranagama C.F. Leonhardt

16 Annual Maint Plan -
Giritale DCO Agbo

17 Giritale - Mahasen

18 Giritale DCO Javanthipura
19 Giritale DCO - Kauduluwewa
20 Giritale PCU-Unagalavehera
21 tiritale pCO~-Chandanapokuna
22 Giritale DCO-Puranamuslim
23 Giritale DCO - Perakum

24 Giritale DCO - Bendiwewa

25 Giritale DCO - Nagapokuna
26 Giritale DCO - Hatalisata

27 Economic Cost Effective
Analysis

FINANCIAL MANAGEMENT 1MPROVEMENT

No. Name of Report

Weerakoon
Weerakoon
Weerakoon
Weerakobn
Weerakoon
Weerakoon
Weerakoon
Weerakoon
Weerakoon
Weerakoon

Weerakoon

Schick

Person Responsible

1 End of Tour Report S.
End of Tour Report
End ot Tour Report

FM.Documentation Report &§.

Schick
P. Periyasamy
N.K. Adikaramge

Schick

Date

30 June 92

May 1990

15 Oct. 88

21 Aug 91

8 July 91

27 Sept 91
25 Feb. 92
20 Feb. 92
25 Feb. 92
27 Sept 91
10 Sept 91
25 Mar. 92
10 Sept 92
25 Mar. 92
6 Feb. 92

6 Feb. 92

31 July 89

Date

31 Jan 89
Oct 1990
30 Jun 92

31 Jan 92




MONITORING EVALUATION AND FEEDBACK

Name of Report

End of Tour Report
End of Tour Report
End of Tour Report
End of Tour Report
MEF Demonstration Report

Seasonal MEF Report Maha
1989/90 RBE Scheme

Managing the Uevelopment
Small Farmer Water Users
in Sri fanka a follow-up
Evaluation ot MEF System

Monitoring & Evaluating
Irr. Schemes Performance
in Sri Lanka a Proposed
System for ISMP/INMAS

MEF Report on Findings
and Recommendations

Manual for Analysis of
Survey Data for MEF

11 Final Report on MEF -
Final Eval. Report

TRAINING CAPACITY ENHANCEMENT

Name of Report

End of Tour Report
End ot Tour Report
In-Service Training

o Technical Assistants
~ Module l-D-canal

- Module 2-Main Sys
- Module 3-lmplemen
Institutional Organi

T.A. Module 2 Course

O0O0O00DOCOO0OCO0OO

WS Module 2 Quality

Person Responsible

Schick
Smith
Periyasamy
Smith

Schick

Periyasamy

K. Smith

K.Smith

K. Smith

K. Smith

Person Responsible

H. Robert

J. McCallum/Premaratna
J. McCallum/Premaratna

tem
t Maint. Plans
zers/Course Report No,

ME¥F/FM Assistants Course Report No. 2
T.A. Module 1 Course Report No. 3

Report No. 4

W.S. Module 1 Course Report No. 6
Field Canal Representatives Course Report No. 7
Training TAs Training Teams Course Report No. 8
WS Module 2 Course Report No. 9
WS Module 1 Work Organization

Control

1

Date

31 July 89
17 May 91
Jan. 1991
Feb. 1992

31 July 89

June 1991

Date

Jan 1989
13 Apr 91
Oct. 1990 -
Apr. 1991




TRAINING CAPACITY ENHANCEMENT (continued)

o. Name of Report Person Responsible Date
Institutional Org. - Photo Report - J.McCallum/Premaratna
Trainer Manual tor DC Management - J.McCallum/Premaratna
10s Community Report - J. McCallum
Institutional Org. In-Service Training Booklet, J.McCalium
Final LISMP Training
Report Leonhardt/Amarakoon 30 June 92

DIVERSIFICATION

Name of Report Person Responsible Date

End of Tour Report S. Samarakoon 30 Jun 92
Interdisciplinary Approach

to Crop Diversification

in Polonnaruwa District S. Samarakoon 30 May 89
Other Food Crop Production

Polonnaruwa Schemnes S. Samarakoon July 1991

COMMODITY PROCUREMENT

No. Name of Report Person Responsible Date

1 Final Procurement
Status Report ° Leonhardt/Amarakoon 30 June 92

RESEARCH (Reports Produced from IIM1 under ISMP)

No. Name of Report Person Responsible

1 Study of Participatory
Management Program in
Nagadeepa, Mahawewa and
Pimburettewa ADRC Dec 1990

Institutional Building
under 1SMP TEAMS Oct 1990

Study of Water Delivery Lanka Hydraulics Sept 1990
System Inst, 1td.

Non-Govt. Org. as Social
Change Agents - A case study
from Sri Lanka ADRC Dec 1990

Manual on Flow Measurement Lanka Hydraulics :
of Drop Structures Inst. Ltd 15 Jan 91

Study on Management and Cost
of O&M of Irrigation
Systems under 1D in S/L. TEAMS June 1991

Rehabilitation Systems -
Literature Review Dr. T. Abesekera Aug 1991




RESEARCH (Reports Produced from IIMI under ISMP, continued)

No. Name of Report Person Responsible Date

¢4 Maximizing Profitability of
Irrg. Agriculture in
Polonnaruwa Schemes June 1991

Turnover of 0O&M of
Distributaries to F.0Os in
Polonnaruwa District March 1992

Cost Effective Strategies
for Irrg. Modernization
for the 1990’s ECL/ADRC June 1992

GENERAL AND SPECIAL PROJECT REPORTS

No. Name of Revort Person Responsible

Monthly Activity Revort

June and July 1987 H.E., Haley & SAI staft

August 1947

Sept 1987

Oct 1987

Nov 1987

Dec 1987

Jan 1988

Feb 1988

Mar 1988

Apr 1988 'y May

No Reports from May 88 to Nov 1989

11 Dec 1989 W.J.Leatham & SAl Staff 10 Jan 90
12-24 Jan-Dec 1990(12 Nos) w.J.lLeatham & SAI Staff 10 Fol.mt
25-37 Jan—-Decl991(12 Nos) Leonhardt & SAI Statf 10 Fol.mt
38-42 Jan-May 1992 (5 Nos) Leonhardt & SAIl Statf 10 Foi.mt

43 June 1992 ' Leonhardt & SAI Staff 30 Jun 92




GENERAL AND SPECIAL PROJECT REPORTS (Contd..)

Quarterly Reports . Person Responsible

Jun - Sept 87 L.E. Haley & SAIl Staff
Oct Dec 87
Jan Mar 488
Apr Jun 8Y
Jul Sept 88
Oct Dec 88 L.E. Haley & SA]l Staff
Jan Mar B89 L.E. Haley & SAI Staft
Apr Jun 89 L.E. Haley & SAI Staff
Sept 89 W.J.Leatham & SAI Staff
Dec. 89
11 Mar 90

12 Jun 90

13 Sept 90 W.J.Leatham & SA]I Staff

14 Dec 90 Leonhardt & SAI Staff
15 ' [Mar 90

N5} Jun 90

17 Sept 90

18 Dec 90

19 Mar v

20 Apr - Jun Leonhardt& SAI Staft

ANNUAL REPORTS

Name of Report Person Responsible

LIFE-OF-PROJECT
WORK PLAN 1987 -1992 L.E. Haley & SAI Staff

1988 ANNUAL WORK PLAN L.E. Haley & SAI Staff
1989 ANNUAL WORK PLAN L.E. Haley & SAI Staff
1990 ANNUAL WORK PLAN W.J.Leatham & SAI Staff
1991 ANNUAL WORK PLAN Leonhardt & SAl Staff

1992 ANNUAL WORK PLAN Leonhardt & SAI Statff




ANNEX III

LIST OF MAPS, DRAWINGS EXHIBITS PREPARED
BY SHELADIA UNDER ISMP

During the LOP Sheladia aAssociates prepared many Maps, Drawings,
Charts, Graphs and Exhibits. A List of these are presented below.
and classified as General Exhibits common to all Schemes or by
Exhibits specific to a Scheme. All of these Exhibits, Drawings,
Maps, etc., will be turned over to the DDI Polonnaruwa Range prior
to 30 June 1992.

A. GENERAL EXHIBITS8 COMMON TO ALL SCHEMES

IRRIGATION BYSTEM LAY OUT PLAN -
PARAKRAMA BAMUDRA, MINNERIYA, GIRITALE. KAUDULLA SCHEMES

PARAKRAMA SAMUDRA & GIRITALE IRRIGATION SCHEMES
YALA SEASBON 1985

MINNERIYA & KAUDULLA IRRIGATION SCHEMES
YALA SEASON 1986

1988 WORK PLAN FLOW DIAGRAM

- 4.0 MONITORING EVALUATION & FEEDBACK TASK
- 0.0 PROJECT COORDINATION FLOW DIAGRAM
- 3.0 FINANCIAL MANAGEMENT TASK
- 5.0 TRAINING CAPACITY ENHANCEMENT
1987 - 88 FARMER ORGANIZATION - FLOW DIAGRAM
1988 ISMP MANAGEMENT PLAN
1989 0 & M WORK PLAN
1987 - 88 0 & M WORK PLAN (REVISED 1 SEPT. 1988)

SCHEMATIC OF WATER DISTRIBUTION - POLONNARUWA RANGE
SAMPLE STAFF GAGE DESIGN

ISMP LOCATION OF PROJECT SCHEMES
ISMP LOCATION MAP OF PROJECT SCHEMES

III-1
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GENERAL TYPE PLAN -~ COMMON TO ALL SCHEMES)

TYPE PLAN D-CANAL DROP STRUCTURE - POLONNARUWA RANGE

UNCONTROLLED WEIR TYPE REGULATOR STANDARD PLAN - POLONNARUWA

PLAN

TYPE PLAN OF BTEEL LIFTIN GATE - POLONNARUWA RANGE

TYPE PLAN D - CANAL DROP STRUCTURE - AMPARA RANGE

TYPE PLAN F - CANAL DROP BTRUCTURE - POLONNARUWA RANGE

EARTH CANAL EMBANKMENT = TYPICAL DOUBLE DOUBLE BANK MAIN OR
BRANCH CANALS

EARTH CANAL EMBANKMENT -~ TYPICAL S8INGLE BANK MAIN OR BRANCH
CANALS

DRY RUBBLE PACKING - TYPICAL DESIGN SECTION

ISMP DESIGNED DROP STRUCTURE STANDARD PLAN 0-3 CFC

ISMP DESIGNED DROP STRUCTURE STANDARD PLAN 4-35 CFS

ISMP DESIGNED UNCONTROLLED WIER REGULATOR STANDARD PLAN

RETAINING WALL TYPICAL DESIGN SECTION

RETAINING WALL TYPICAL DESIGN DIMENSIONS

STANDARD 1.D DROP STRUCTURE

- TYPE I (0 TO 3 CF8)
- TYPE I1I (4 TO 25 CF8)

DRY RUBBLE PACKING TYPICAL DESIGN SECTION

STANDARD I.D REGULATOR PLAN & SECTIONS

TYPE FARM TURNOUT




GENERAL EXHIBITS8 COMMON TO ALL SCHEMES (CONT)

ORGANIZATION CHART - POLONNARUWA RANGE

ORGANIZATION CHART «~ AMPARA RANGE

SYSTEMS OPERATION WATER MANAGEMENT CELL ORGANIZATION CHART
SYSTEMS OPERATION WATER MANAGEMENT CELL FUNCTIONAL CHART
POLONNARUWA RANGE

S8YSTEMS OPERATION WATER MANAGEMENT CELL FUNCTIONAL CHART
KURUNEGALA RANGE

ISMP - IRRIGATION OPERATION IMPROVEMENT - (2 SHEETS)

ISMP - FREVENTATIVE MAINTENANCE PROGRAM SCHEMATIC DIAGRAM1
ISMP ~ GENERAL ORGANIZATION CHART

WEEKLY OPERATION OF A CANAL OR A SYSTEM

EXIATING CROPPING CALENDER (PAGE 1 OF 2)

RECOMMENDED CROPPING CALENDER (PAGE 2 OF 2)

PROPOSED SYSTEM MODEL

1989 MONITORING, EVALUATION & FEEDBACK WORK PLAN

1989 FINANCIAL MANAGEMENT WORK PLAN

WORK PLAN 1990 - DEMONSTRATION TO MINIMIZE = RED
CULTIVATION & INCREASE CROPPING INTENSITY

ACTIVITY FLOW CHART = CROP DIVERSIFICATION PROGRAM WORK
PLAN - 1990

ISMP TWO YEAR TIME EXTENSION PRELIMINARY CONSTRUCTION
SCHEDULE D & F CANALS ONLY

46 NOS OVERHEAD PROJECTOR EXHIBITS ON ISMP ACTIVITIES




GENERAL GRAPHS COMMON TO ALL SCHEMES (CONT)

MANNING TABLE -~ FIELD & HOME OFFICE S8TAFF

ISMP - LIFE-OF-PROJECT PROGRESS CHART AS OF QUARTER ENDING 31
MARCH 1992

LIFE-OF PROJECT PROGRESS CHART A8 OF QUARTER ENDING 30
S8EPTEMBER 1989

ISMP LOP CONSTRUCTION PROGRESS CHART AS OF QUARTER ENDING 31
MARCH 1992

REHABILITATION WORK PROGRAM 1987-1992 SCHEDULED AND ACTUAL
PROGRESS - POLONNARUWA RANGE

PRAGMATIC REHABILITATION WORKS GAL OYA RBMC 1989 TC 1992 -
PLANNED PROGRAM & ACTUAL PROGRESS

MANNING TABLE - FIELD & HOME OFFICE BTAFF (PHOTO COPY)




GIRITALE SBCHEME EXHIBITS

IRRIGATION SYSTEM LAY OUT PLAN WITH LOCATIONS OF PCO AREAS
MAINTENANCE DIAGRAMB

MAIN BYSTEM
PURANGAMA DCO
AGBOPURA DCO
PARAKUM DCO
KADAWALAWEWA DCO
BENDIWEWA DCO
JAYANTHIPURA DCO
MAHASEN DCO
PURANA MUSLIM DCO
NAGAPOKUNA DCO
UNAGALAWEHERA DCO
CHADANA POKUNA DCO
HATALISATA DCO

00000000000O0O0

SCHEMATIC WATER DISTRIBUTION DIAGRAM

RBMC SYSTEM "B" & CHANDANA POKUNA SYSTEM

RBMC BYSTEM "“A'" & KADAWALA WEWA SBYSTEMS "A" & "“B"
RBMC BYSTEM PARAKUM DCO

RBMC BYSTEM BENDIWEWA DCO

LBMC SYSTEM - PURANAGAMA DCO

RBMC BYSTEM PURANA MUSLIM DCO

RBMC B8YSTEM - UNAGALAWEHERA DCO

RBMC SYSTEM - AGBO PURA DCO

LBMC BYSTEM CHANDANA POKUNA DCO

RBMC S8YSTEM - NAGAPOKUNA DCO

LBMC SYSTEM - HATALISATA DCO

RBMC BYSTEM - JAYANTHIPURA DCO

RBMC BYSTEM - MAHASEN DCO

RBMC SYSTEM - KADAAAWALAWEWA DCO

LBMC SBYSTEM

CONTROL 4 ISSUE DIAGRAM - GIRITALE SCHEME - 2 NOSB
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ANNUAL MAINTENANCE PLAN

-] GIRITALE SCHEME ~ INLET CANAL, HEADWORKS & MAIN/BRANCH
: CANALS (MAIN SYSTEM)

FURANA MUSLIM DCO
UNAGALAWEHERA DCO

HATALISATA DCO

JAYANTHIPURA DCO

AGBOPURA DCO

CHANDANA POKUNA DCO

MAHASEN DCO | B
PURANAGAMA DCO

NAGAPOKUNA DCO

KADAWALA WEWA DCO

PARAKUM DCO

BENDIWEWA DCO

0000000000O0C0O

IRRIGATION SYSTEM LAYOUT PLAN WITH LOCATIONS OF DCO AREAS
WATER MANAGEMENT & SYSTEMS OPERATIONS SCHEMATIC

MODEL FOR LAYOUT PLAN ISSUE TREE (SINHALA)

S8YSTEMS OPERATION WATER MANAGEMENT CELL - ORGANIZATION
S8YSTEM OPERATION & MAINTENANCE ORGANIZATION CHART

WATER MANAGEMENT OPERATIONS CHART

III-6
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PARAKRAMA SAMUDRA SCHEME EXHIBITS

IRRIGATION SYSTEM LAYOUT PLAN

IRRIGATION SYSTEM LAYOUT PLAN WITH LOCATIONS OF DCO AREAS
CONTROL & ISSUE DIAGRAM -~ P88 D-~1 CANAL SYSTEM
CONTROL & ISSUE DIAGRAM ~ P88 D=2 & D-3 CANAL SYSTEMS
WATER MANAGEMENT & BS8YSTEMS OPERATIONS SCHEMATIC
S8CHEMATIC WATER DISTRIBUTION

D-1 MAIN CANAL & D-1 EAST CANAL BYSTEMS8 (SHEET 1 OF 5)
D=1 NORTH CANAL (SHEET 2 OF 5)

LB-2 OFF RB 21 (SBHEET 3 OF 5)

D=2 CANAL, RB-6 OFF D-2 CANAL (SHEET 4 OF §5)

LB-3 OFF D=1 EAST CANAL (SHEET S5 OF 5)

ANNUAL MAINTENANCE PLAN

SYSTEMS OPERATIONS WATER MANAGEMENT CELL
ORGANIZATION CHART

WATER MANAGEMENT OPERATIONS CHART




MINNERIYA SCHEME EXHIBITS

IRRIGATION SYSTEM LAY OUT PLAN WITH LOCATIONS OF DCO
AREAS

IRRIGATION SYSTEM LAY OUT PLAN

WATER MANAGEMENT & SYSTEMS OPERATIONS SCHEMATIC
CONTROL & ISSUE DIAGRAM - GALAMUNA BYSTEM

CONTROL & ISSUE DIAGRAM - MINNERIYA YODA ELA & RAJA ELA
S8YSTEMS

SCHEMATIC WATER DISTRIBUTION DIAGRAM

MINNERIYA YODA ELA SYSTEM ( SHEET 1 OF 5)

D-21 & D-22 CANALS OFF MYE (SHEET 2 OF §S)

D-28 & D-31 & D-37 OFF MYE (BHEET 3 OF 5)

GALAMUNA MAIN CANAL & D-1, D-4 & D-B CANALS (SHEET
4 OF §5)

MINNERIYA RAJA ELA SYSTEM (SHEET 5 OF §5)

S8YSTEMS OPERATION WATER MANAGEMENT CELL ORGANIZATION
CHART
WATER MANAGEMENT OPERATIONS CHART




KAUDULLA SCHEME EXHIBITS

IRRIGATION SYSTEM LAYOUT PLAN WITH LOCATIONS OF DCO AREAS
IRRIGATION SYSTEM LAYOUT PLAN

WATER MANAGEMENT & SYSTEMS OPERATIONS SCHEMATIC
SCHEMATIC WATER DISTRIBUTION DIAGRAM

HLMC SYSTEM & BRANCH CANAL NO. 1 SYSTEM (SHEET 1 OF
5)

S8UPPLY CANAL TO AMBAGASWEWA & LBDC & RBDC

FROM AMBAGASWEWA SYSTEMS (SHEET 2 OF 5)

BRANCH CANAL NO. iA & LB-D1 OFF BRANCH canal no. 1
(sheet 3 of 5)

LLMC SYSTEM OF BRANCH CANAL NO. 1 & D=3 CANAL
(SHEET 4 OF 5)

D~1 SYSTEM & RB-1 CANAL OFF LLMC (BHEET 5 OF 5)

CONTROL & ISSUE DIAGRAM ~ KAUDUALLA LOW LEVEL SYSTEM
CONTROL & ISSUE DIAGRAM ~-KAUDULLA HIGH LEVEL SBYSTEM
SCHEME PLAN (PHOTOCOPY)

SYSTEMS OPERATION WATER MANAGEMENT CELL
ORGANIZATION CHART
WATER MANAGEMENT OPERATIONS CHART

ATTARAGALLEWA SCHEME EXHIBITS

o

ISSUE TREE




RIDI BENDI ELA SCHEME EXHIBITS

IRRIGATION SYSTEM LAYOUT PLAN WITH LOCATIONS OF DCO AREAS
SCHEMATIC WATER DISTRIBUTION DIAGRAM - LB MAIN CANAL &
CENTRE CANAL

CONTROL & ISSUE DIAGRAM
ANNUAL MAINTENANCE PLAN

WATER MANAGEMENT OPERATIONS
SYSTEMS8 OPERATION WATER MANAGEMENT CELL
ORGANIZATION CHART '

GAL OYA LB AND RB SYSTEMS EXHIBITS

o IRRIGATION SYSTEM LAYOUT PLAN WITH LOCATIONS OF DCO AREAS
) ISSUE TREE FOR LB SYSTEM (PART 1)
o ISSUE TREE FOR LB STSREM (PART II)

- WATER MANAGEMENT OPERATIONS

- SYSTEM OPERATION WATER MANAGEMENT CELL
ORGANIZATION CHART
SYSTEM OPERATION WATER  MANAGEMENT CELL
ORGANIZATION CHART LB

IRRIGATION SYSTEM LAYOUT PLAN WITH LOCATIONS OF DCO AREAS
CONTROL & ISSUE DIAGRAM
GAL OYA LB & RB SYSTEMS LOCATION OF DCO'S




ANNEX IV
LIFE OF PROJECT PROGRESS SCHEDULE

The monitoring of progress of work over LOP was initiated by the
Consultant in the Quarterly Report No. 9 for the period ending 39
September 1988. From that period +to 3@ June 1882 (PACD) the
Consultant has monitored the progress of +the actusl work under
each component using the LOP Planned Implementation Schedule.

Exhibit IV-1 preeente the LOP Progreee Schedule as of PACD on 3@
June 1992. Based upon that e&chedule approximately 78% of the
overall planned project works were completed during the LOP. With
the exception of the rehabilitation work, which was only about
33% complete, project. works, including FO Development.
Improvement to Systems Operation and Maintenarice; FM Improvement;
MEF; Training; Research; and Procurement were either completed or
close to being completed (90 - 109%). Therefore, the overall 20%
shortfall of project accomplishments ie due almost entirely as a
result of the lack of progress of the rehabilitation program in
Polonnaruwa and Ampara Districts. Exhibit IV-2 shows the progrese
of rehabilitation over the LOP and Exhibitse IV-3 and 1IV-4 shows
the progress of rehabilitation over the LOP compared to the
planned program for Polonnaruwa and Ampara Ranges respectively.

At PACD (3@ June 1992) the estimated level of completion of the
Irrigation System Management Project stands at 79% as against
190% as scheduled or a shortfall in targeted achievement of 21%.

The estimated percent complete by component and sub-components at
PACD is presented on Table 1IV-1 on the following page:




TABLE IV-1

FINAL PERCENT COMPLETE BY COMPONENT
AT PACD (30 JUNE 1992)
Percent Compiete
(30-6-92)

1.0 Farmer Urganization Development )

1.1 Farmer Organizations 93.00
1.2 Process VDocumentation 100.0GC

Operation & Maintenance lmprovement

Surveys 76.21
Designs 66.14
Construction Wt. Financial 48.07
Construction (Actual/Phvsical) 32.96
Systems Operation lmprovement 90.67
Computer Model for Water Management 98.68
. Maintenance Plan 94,15

Financial Management 98.00
Monitoring Evaluation and Feedback 100.00

Training

Participant (LT) 100.00

Participant (ST) 100.00

In Country
Institutional Organizers 100.00
Project Engineers 95,00
Irrigation Engineers 93.00
Technical Assistants 97.00
Work Supervisors 93,00
Farmers 100.00

5
5
5
5
5
5
3
5
5

[o N6 T - P N o

Agronomy/(rop Diversitication 93,00
Research 100.00
Procurement

OVERALL PROJECT % COMPLETE (30/6/92)




EXHIBIT -1
IRRIGATION SYSTE;H;S MANAGEMENT PROJECT ' ‘ .
LIFE.~ OF - PROJECT PROGRESS CHART 1980 1991 EXTENSION:
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CXHIBT B2

»
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183 °4) REVISIV BCHEDULE 11J22, 1280}
A ISMP LOP . %% SEMTDULET COWPLETE

CONSSTRUCTION ~ 7PROGRESS CHART B o v acTuet coweleTs
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n : ) —REPORTING PERIOD
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EXHIBIT -3

|RRIGATION SYSTEMS NMANAGEMENT  PROJECT
POLONNARUWA _ RANGE.

REHABILITATION __WORK _ PROGRAM 19687 — 1992,
SCHEDULED AND ACTUAL PROGRESS
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EXHIBIT IZ - 4

IRRIGATION . SYSTEMS MANAGEMENT ~ PROJECT

PRAGMATIC _REHABILITATION WORKS _GAL OYA _RBMC
. 1989 _TO 1992 ,
PLANNED PROGRAM _8& ACTUAL PROGRESS
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ANNEX V
LIST OF VIP TO VISIT ISMP

Sheet 1 of

During the LOP several VIPs visited the Project to review the
Status of the Project and to evaluate performance and achievements
accomplished. A list of some these important visitors are listed on
the following table:

DATE

12/3/1990
24/7/1990
29/7/71990
29/7/1990
29/7/1990
2/9/1990
5/9/1990
6/9/1990
6/9/1990
6/9/1990
6/9/1990
18/8/1990
28/7/1990
13/8/1990

16-16/10/1990

28/11/1990
28/11/1990
28/11/1990

28/11/1990
28/11/1990
28/11/1990
17/11/1990

12/4/1991
17/4/1991
17/4/1991
17/4/1991

237971991

23/9/1991
12/10/1991

VIP’'s TO ISMP

VISITORS NAME

Marion V. Creekmore
Richard Brown

Donald Westmore
Richard Brown

ban Jenkins

Ms. Audreyv Lutz

G.T. Jayawardena
Richard Brown

J. Pinnev

Ms. A. Lutz

D. Jenkins

Tunisia Team / Officers
Asst. Gen. Manager
Perakumara Epituweli
Perakumara Epituweli
Henrietta H. Fore
Richard Brown

Donald Creekmore

J. Pinney

G.T. Jayawardena

S. Jayasinghe
Delegation of Water
Resources

Ms. A, Lutz
Ms. A. Lutz
Dan Jenkins
Delegation of Water
Kesources Specialist
Mr. Gunning

Glen Anders
Dr. HKHoskins

DESIGNATION
ORGANIZATION

US Embassy

Director USAID

US Embassy

Director USAID

Project Officer 1IMD
Sheladia Associates lnc
Project Director IMD
Director USAlD

C.E. USA1D

Sheladia Associates Inc
Project Otficer USAID
Various / IIMI / USAlD
Bank of Ceylon

National Develoument Bank
National Development Bank
Asst, Director USAlD
Director USAID
Deputy Chief
US Embassy
C.E. USAID
Project Director/IMD

GA Polonnaruwa

Govt's Thailand /
Indonesia Malaysia/~-
Philippines

Sheladia Associates Inc
Sheladia Associates Inc
Project Officer/USAI1D
Govt., of Bangkok

of Mission

Coor. Officer USAID
Washington

Agric, Officr / USAlD
Administrator USA1lD

Washington




DATE

12/10/1991
1271071991

12/10/1991
12/10/1991
12/10/1991
12/10/1991
8/2/1992
3/3/1992

19/3/1992
3/4/1992
3/4792
13-14/5/1992
18/4 to

26/6/1992
9-10-6/1992

VISITORS NAME

Richard Brown
Donald Brown

Ms. A. Lutz

J. Pinney

G.T. Javawardena
5., Jayasinghe

G. Anders
Phyvllis Forbes

S. Pakulski
G. Jones
G. Anders

Ms. J. Michael

S. Pakulski

DESIGNATION
ORGAN1ZATION

Director / USAID °

Deputy Chief of Mission
US Embassy

Sheladia Associates 1lnc
C.E. USAl1lD

Prooject Director / 1M
GA Polonnaruwa

Agr. Resources USALD
Asia Asst. USALD
Washington

VOCA Regional Director
Deputy Director USAID
Agr. Resources USAID
USAID Regional Office
Singapore :
VOCA Trainer

VOCA Regional Director
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ANNEX VI
WORKSHOPS CONDUCTED OVER LOP

There were many workshops held during the LOP which had a great
effect to help in implementing the ISMP. A list of these
Worshops followus:

e e e e e e e e e e . - - = = - T - - - e o= . - e o - -

! Date ' Subject/Title of Workshop !
e et g S
iJun 19892 iNational workshops on cost effective modernization
[} ]
) ]
12 June 1Cost effective modernization workshop

23

eb 199Z |MEF Workshop
an 1992 'MEF HWorkshop
\

ov 1992 tAninual Work Plan Workshop

ot 1991 ‘Maintenance of Major Irrigation Systems

J
N
0
March 1981 |Workehop at Seruwa ISHP Evaluation
M
M
F
F

)
arch 1981 !Workshop MARD
i

arch 1891 |Agricultural Implementation Program
]

eb 1981 {MEF Workshop
eb 1991 tHakwatunaoya WM Workshop

'IMPSA Workshop
H
eb 1991 ‘KBE ~ Crop Diversification Workshop

i .
ec 1990 11991 Annual Workshop Work Plan
[}

F

D

Dec 1990 EEntrepreural Workehop

N IMSA Workshop

A Workshop for strengthening RBE FOs
J

nly 1999 5ID Workshop

July 1999 Farmer Organizatine Workshop

March 1999

x)
o

o
—
«©
(o]
[

Annual Work Plan MARD Projec: Workehop
‘March 1990 |Crop Diversification Workshop

‘March 1890
I

1
|
i
]
H
H
]
\
]
[}
]
June 1990 JInstitutional Development Work Shop
]
]
:
]
1
[}
[}
]
1
[}
1
!
]

]
iMarch 1990
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1989 1980 Annusl Work Plan Workshop
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MP 1988 Annual Work Plan Workshop
ISMP Review Workshop, Polonnaruwa
ISMP Implementation Workshop, Colombo

ISMP Project Orientation Workshop
Riverdale, Maryland
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ANNEX VII

DIRECTIVE FROM DIRECTOR OF IRRIGATION ON HANDING
OVER DISTRIBUTORY CANAL SYSTEM T0 DLFO's

Department Circular No.0Q] of 198&Y Mx Moo T0-00404 -
Irrigaticon Lepartment
Colombo 07

13 - 01 -1 1989

r‘.‘lnco-cnoo-c-oo‘-ot.a--o Ra!'lge
I.E it Divigion

SUB: HANDING OVER OF DISTRIPUTORY & FIRELD CANALS [OR
OPERATION & MAINTENAXNCE, TO FARMER NRGANIZATIOXNS®

Furtiher to mv letter of =ven number 1988-073-23, the
following procedure should be followved in handing ovevr of the already
ident i fied channels to the farmer organizations in the idrrigation
vchemes under thisg INMAS prejsct. The same procedure should be followed
in all other schemes if A when the decisicn are made to hand over the
Jdictribuators canals,

1. Turn out attendants who are presently attending to the
operaticn of gates in the selected canals which are
handed cver should be withdrawn,

Turnout altendants should be re-assigned v
of the canal= not exceeding the norm of wne urnout
at tendant per 500 Ac. If thew a1e 1in excese , theyw
shouild be emploved elrevhere on maintenance work & if
such work i« alsc net available their =evvice should be
terminated, However 1f theyv belonz to the permansont
cadre whetre vou da net have the authority in terminating
the services gucn cases should be referred to me (o he
transfevred to places whevre there are shortages cg guch
empleyecs.  AlL. shceuld therefore inform me about the
shortages of turnout attendante within the sdchemes as

well.

ithin the rezt

Farmer Ovgsnizat 1ons shoeuld He paid an amount caloulaved
orn the fellowing basis for opervating the canale that are
handed over to them. Awmounutf Lo be paid per annunm
ANEXNF X8
S00
Where A = Area in acres operated by the farmer
orsanical 1on

= Monthls wvage of a turuscut attendant computed on the
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basis of daily casual wadge and allowances, 30 days.

F=0.5 {Factor to take in fo account the departmental
overheads for supervision in the canals handed
over & for the operation of the rest of the
system that will also affect the operation of
the canals that are handed over)

500 Acs is assumed to be the Departmental norm for
a turnout Attendant.

This total annual amount is to be paid in two
installments to the farmer organization for regular payment by them to
the farmers engaged by them on operation of the canals. As far as
posqib]e each payment should be made Lo the farmer organization a-week
prior to Lhe first date of water issue for the ensuing season as decided
at the Kanna meeting. If the c¢anal handed over to the farmer
organization are nol regunirerd to be operated during a season due to non-
cultivation arising from lack of water for the season, both: ma
cultjvation, canal rehabililation or any other reason, the I.E should
inform the D.D.of the range and Divector 1.M.D. and the saving of the
funds for Lhat season can be used by the his normal work.~-

Maintenance

1. No maintenance other than major repairs to structures
should he done by the department in the canals that are
handed over to the farmer ordganization. All other
maintenance work will be the responsibility of the farmer
organizat.ion,

However any earth filling requ1r1ng more than
one cube of earth in _ distributory canal should be
costed as A separate work item and cost should be charges
Lo Improvements to waler management. Such work can be
given on contract to the Farmer Organization . on.
measurement hasis. If the Farmer Organization does not’
undertake the work it can be awarded under the normal
contract procedures to any other contractor. This
arrangement of separate costing should be limited to the
first two years since such large scale earth-work is
likely to be higher priority within a-scheme. .

On satislfactory completion of maintenance work, the
farmer organization should be paid an amount calculated
on the following basis, for maintaining the distributory
canals that are handed over. The first step in working:
out the allocation to the farmer organizations involves"
the proportioning (Ap) of funds for the maintenahce of
the D channels and F.CC (that are currently maintained bm
the pt. if any) handed over.

Ap = Tolal majntenance alloc. for all canals x(L +1.51d)

(L + 1.6 L +2.5 L )
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L = total length of P.CC maintained by the L.D.
prier to handing over

L = total length of branch channels and D chls.
maintained by the I.D. prior to handing over

L total length of Main channels. ,
1.5 and 2.5 are the weight ~adopted in the
distribution of allocation for canal maintenance.

Then the amount to be paid annually to the farmer
organization can be calculated by the following expression.

Amount to be paid annually

Where L length of D-Canals and F.cc {currently
maintained by I1.D) handed over to the farmer
organization

total length of Branch canals, D-canals & F.CC
(maintain by I1.D.) in the system maintained by
the Department after handing over.

0.8
{A factor to account for the retention Deptl.
overheads for supervision)

This pavment may be made in installments to the farmer
organization. Agreement should he reached between the Department & the
farmer organization at the Project Committee at the beginning of the
vear as to the work to be done on maintenance during each season and the
instalment of payvment that should be made after the satisfactory
completion of the seasons work.

General

1. At the beginning of the wvear, I.E should inform the farmer
organization of the amounts available for payments to the
farmer organization for both operation & maintenance of the
canals handed over to them, computer as explained above.

Farmer organization should be given technical advice and
assistance redarding both the operation & maintenance and
their work should be closely supervised.

Participation of T,Aa & M.SS in the sub project committees
should continue, to ensire a constant and health dialogue for
co-operation, advice and supervision. The observations by the
Department on maintenance work done by the farmer organization
should be brought to the notice of the farmer organization
while the work is in progress for any rectification reguired,
thus avoiding the possibility of a disagreement at the time of
payvment. after the work has been completed.
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while the work is in progress for any rectification required,
thus avoiding the possibility of a disagreement at the time of
payment after the work has been completed.

The payments for completing the agréed maintenance programme
ot work by the farmer organizations should be made as lump sum
payments on the satisfactory completion and after a joint
inspection by the T.E. and farmer organization. The funds
available on computation as above out of the inadequate
maintenance allocation received by the Department are likely
to be much smaller than the wvalue of work actually performed
by the farmer organization working on virtually a voluantry
basis. The pavyments made will therefore be only a service
payment for the maintenance of the canal rather than an
adequate payment for the work done.

Any disputes regarding the work that cannot be settled at the
field level should be resolved at the Irrigation Sub Committee
o7 the D.A.C

A:l pavments should be made in favour of farmer organization
in to their official bank account. Normal financial
regulations pertaining to payvments should be followed in
making the payments. In this regard the I1.E. should enter in
to a service contract agreement with the farmer organization
signed on a small scale agreement forms for providing the
above service on the guide lines stipulated in the 1I.D.
circulars No. 26 & 33 of 19886.

Specifications to be used is assessing the quality and
standard of work are annexed.

Eng. K.D.P.Perera,
Director ot Irrigation

Copy to Director, I.M.D. - for information ,

Annexed: A copy of my even no letter of 1988-05-23 where the criteria
of selection for handing over distributory canals for O & M is
described. '




Specification for Maintenance of Handed over Irrigation Svstems
Following tasks are identified under maintenance.
I Maintenance of Irrigation canals (Both D-canals & F.CC)

i. Weeding & J/C

ii. Desilting

iii. Earth Work

iv. Minor repairs to structures

Maintenance of Drainade canals
Maintenance of canal roads & tracks
enance of Irrigation canals

Weeding & J/C

This includes the extermination of weeds (weeds must not
be cut but pulled out by the roots) and the cutting of grass
in the reservations as well as in the canals, stumps remaining
should be up rooted and all dead trees branches should be
burnt or disposed otherwise. Salvinia, water hyacinth &
similar hydro plants should be removed, from water surface,
dried and burnt. The weeding & J/C operation should be done
at least twice ever)y season. Once before water issues & once
after two months of issue.

Dasilting

Silt should be removed to the levels given, by 1.D. The
removed silt should be deposited avay from the
canal so that it will not be brought back to the
canal later by rain. Desilting should be done at
least once a season hefore the commencement of Lhat
season.

Earth Wor‘k

This includes ant-hill removal, filling of repairs
to bund slope and top.

Before and filling is done all vegetation should be
removed by up rooting. All loose earth should be removed and
wnere appropriate scarifying or benching should be done and
the prepared surface should be adequately moistened. Filling
snould be done using a selecled material with an optimum
amount of water & compacted properly. All such new fillinsgs
should be dress with tLurfing.

Maintenance & Minor Repairs to Structures

Any fallen pitching should be replaced. gcours near

VII-5
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masonry structures should be patched up promptly & turfed,
lzaks should be mended with earth, c¢lav, turf etc.
Weeds in Jjoints & cracks and other obstructions should be
pulled out immediately. Planks should beé properly fitted and
tarred. All steel parts except contact surface shtould be
painted with anti corrosive paint. Contact surfaces of moving
parts should be greased.

Maintenance of Drainage canals

All obstruction in drainage canals should he
promptly removed and they should be kept in good condition for
proper functioning.

Maintenance of canal roads and tracks
Every canal should have at least a road for O & M.
Slight camber should be provided in each case so that rain
water is able to run off rapidly. Lumps must be cut off and
the hollows filled up. Only gravel (notl earth should be used
in surface dressing the roads. Proper side drains should be
provided where necessary.

Specification for Operation of Handed Over Irrigation Systiem

Following tasks are identified under operation.

T Egquitable Distribution within the systen,
11 Distributlion according to the delivery schedule
JII Safety of the svstLem

Eguitable Distribution within Lhe svstem

This includes the operation & vontrclling of all gates & gated
arrangement in the system handed over in such a manner as to
provide equitable distribution of water among all farmers in the
syvstem. T
Distribution according tce a delivery schedule

Tnis means that operation should be done according to a
delivery schedule prepared by I.D with the consensus of the
farmers. This is to ensure that operations within the handed over
system 1is with the operation of the rest of the svstem.

Safety of the svsten

This includes careful operation of gates to ensure their
safety and Lo protect them from damage & theft.
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Annexure My, No. 70-00404
Irrigation Department
Colombo -~ 07
23rd ma' 1988

IiDee i tiive v iviiiseersssseres s Range

I.E. i v iiiiiitinroeiressessses. Division

SUB: HANDING OVER OF DISTRIBUTORY & FIELD CANALS FOR
OPERATION & MAINTENANCE, TO FARMER ORGANIZATIONS

A request has been made by the Director IMD that
operation and maintenance of distributory channels be handed cver to
fermer organization 1f the project committee and the INMAS Project
Manager makes such a request, Since the maintenance of the field
channels is the responsibility of the farmers, even at present, this
involves the handing over of operation of field channels where
controlled individual farm outlels are available and both operation and
maintenance of distributory channels to the farmer organizations in the
future. The following prccedure should be adopted in handing over.

(1) A written reguest should be made to the Divisional
I.E.by the Project Committee through the Project
Manager aflter a formal decision at a Project
Committee meeting to hand over +the operation &
maintenance of the distributory channels. The
request should cover an area which includes all the
field channels under a distributory channel or a
suh-distributory channel in such a manner as to
avoid the joint operation by both the Departmental
staff and the farmer organization on the turnouts
in the same distributory channel.

The Divisional I.E., should forward the request to
the Range D.D., with the recommendations about the
request identifving the canals and the structure
where the operation and maintenance is to be handed
over. The recommendation should also indicate what
shouid be done to the emplovees of the Dept. after
the handing over.

The Range D.D.. will inform the Division I.E.,
about his decision, The Range D.D., should also
keep me informed of all decisions to hand over the
maintenance and operation of distributory channels
and the action taken regsarding the Departmental

employees.

In making the recommendations by the I.E. and in
taking the decision by the Range D.D., the
capability of the farmer organization to operate
and maintain the D-channels should be examined.

vVII-7
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Maintenance of D-channels should not be entrusted
if the field channels which should be maintained by
the farmers under the present procedure are not
satisfactorily maintained by then. ‘

T.E. should ensure that gates & accessories in the
structures are in working order in the areas where
handing over is done. Any repairs required should
be done before the handing over meeting the
expenses from the maintenance funds already
available, However in case, where excessive
repairs have to be done and where the cost cannot
be accommodated within the available funds,
additional requirements of funds should be sought
from I.M.D.

An acknowledgement by the Project Committee
withessed by the Project manager including the
details of the channels thus taken over should be
obtained by the 1.E., after the handing over of the
operation and or maintenance to the farmer
organization. A copy should be forwarded to the
Range D.D., by the I.E., keeping the head Office
also informed.

The mode of payment to farmer organization for the

operation of canals is being worked out jointly by
the Department and the I.M.D. Further instructions
will follow.

S¢gd./Eng.K.D.P.Perera
Director of Irrigation




ANKEX Y11l

LIST oF UISPUSITION OF NOR-EXPENUABLE E0UIPNERT
(VALUE USS 500,00 OR MORE)

sneladia Associates Jncorporatea purcnase equipment under the Project for it's
Colombo and Polonnaruwa Ottices ana tor it's erpatriate svatt for nousehold effects
(FurnituresApnliances) during the LUP. A list of the equipment purchased that

is estimated to be over USS 500.00 in vaiue is present in the tables that tollow.

Viii-1 SAL PULONKRUWA UFFICE EQUIPMENY

8L 411236 'KAYPRO COMPUTER 8061

170304145 ‘KAYPRO HONOCHROHE MONITOR

15001038 {BTC PROFESSIONAL KEY BOARD

103000904 ‘EPSON FX 1000 PRINTER

133E211 223306  YEROX PHOTO COPY MACHIBE - MODEL 1025
170300043 ‘NEST POINT REFERIGERATOR

MY - O9BY 'MITSUBISHI AIR CONDITIONER (900 BTU)
N - 098V ‘KITSUBISHL AIR COKDITIONER (900 BTU)
KN - 09BY ‘MITSUBISHI AIR CUNDITIONER (%00 BTU)
i iLIGHT TABLE

‘HP - 285 {ELMY OVERHKAD ROJECTOR

1920 §1187 ‘UP§ CELLAC W/BATTERY

Vili-l YAL COLUMBY OFFICE EQUIPHENT

N - 2861 i1 UNIT RIYSUXA TELEFHONE SYSTEM - KX-lvot
i '} RO, INSP - M3 10

: 3 N0, IRSY - M8 9

1409690 ‘KAYPRO CUXPUTER 2861

KP - 12546E iKAYPRU MUNUCHROME NUKITUR

170119590 'BTC PROFESSTONAL KEY BOARD

1602063543 iNEC PINWRITER PRINTER P2200

1264070600079  iSTAR PRINTER NBl4-15

1417289 :KAYPRO COMPUTER 2861

170300363 iKAYPRO NONOCHRONE NOXITOR

'ES 62060129 ‘CELLAC UPS W/BATTERY

161133899 'KEY BUARD

iES 62036011 ‘CELLAC UPS WO/BATTERY

12112233060 iXEROX PHOTOCOPY MACHINE - NODEL 1038

1DU0 111 ‘NSC BOOK BINDING NACHINE

1D-1310210032115 1 MURATA F-1 FAX MACHINE WITH TELEPHONE UNKIT

APPDYITE-2, WK1




ARKEX V111 (Cont.)

¥I11-3 FURNITUR¥/APPLIANCES C.F. LEONHARDT HOUSE

3L 1000819 'MITSUBISHT AIR CUNDITIONER
9L 100140 {MITSUBISKI AIR CONDITIONER
5L Lutusy (KITSUBISHI AIR CUNTROL SPLIT UNIT
HALTILY: ‘MITSUBLSHI ALK CUNTRUL SPLIT ONIT
BUT AVALLABLE  GMITSUBLSHI IR CUNTRuL SPLIT UKIT
FIERIAY 1UAY CUUKER (WHITYE)
L Hobuzs IMITHUBISH] A/C SPLIL CONTRUY UNLT
WL 10ty iMITSUBLSHI A7C SPLIT CONTROL UNIT (18400 BYU)
L 8920124 iGULD STAR REFERIGEKATUR MODEL GR-:71-AD
WL T0uhse PHITSUBISHE AR CURDITIONER
‘8L Ta0112 ‘AJC CUNTROL SPLIT TURLT NITSUBISHI
iNATIONAL REFERIGERATUR MODEL NR-276 TRh
folbu3ese {GAS COUXER NODEL HCr 458 - u8§ 374.57
INITSUBISRY A/C 18,000 BTU - M-2-18 AV = US§ T09.4Y
{DIKNING RUM TABLE &° x &' OVAL BUKN TEAK
{(tDINNING CHAIRS CEYLOK TEAK
{13INGLE BEDS
US§ 1225.45  {iFOAM RUUBBER MATTRESS
{+BED SIDE TABLEY - BURNA TEAK
{iCHEST OF DRAWERS - BUXMA TEAK
{+SIDE BOARD FOR CHINA WARE - BURNA TEAK

L =3 O W £ l Bl -

—
= ~

B bt et e et e e bt b e
o O -3 O W T ol B e
O D e T o e T T e N ]

~
—

sDRAXING ROOM SUTE CONSISITING OF J SEAT SETEE:
1COFFEE TABLE AND 2 STOULS - US$ 504,90

o~
~>

{KENWOOD WASHING MACHINE ODEL NO. 43 - U8§ 472,13
i oo
! {{CANE FURN{TURE SETTEE (3 SEAY)
8 § 427,11 {1CANE FURNITURE CHALRY
' {iUANE COFFEE TABLE W/GLASS
; | CARL S1DE TABLE W/GLA3S
| { 1OPHULSTERY POR CANE FURNITURE
H {iDRESSER DRAWEK UHEST
CUY 5 dbd.eb ¢ BED SIDE TABLE - BUSMA TEAK
i JKING S1ch BEC/NATTRESS/BUY SPHINGS~ U8 § 621,48
(16380707000485  JHOUVER ELELYRIC DRYER MUDEL NO o38b0

GIBSUN ALRCORDITIUNER (1200U BTU) - U8§ 72,91

1111020393y

'
+
'
]
' '
+
'
[]
t

181 80200057 'WEST puLK? REFERIGEKATUR - SINGLE DUQ NO. RY. 6
6.8, WU, dUGD-1 = U8 § 311.20

'CANDY XEFBRIGEXATOR WHITE (ITALY) MODEL 23/15
U8 § 374475

‘ol FREEZER NO 702 (FRANCE)

APPDIVIII-3. K]




ANNEX VII1 (Cont.)

VI1I-0 FURNITURE/APPLIANCES §. SAMARAKOONS HOUSE

' QUANTITY i SERIAL NO
191 70716035 ' REFERIGERATOR (2 DOOR - GOLUSTAR) - KOREAK
14l 1980654 1GAS COUKER (ELECTROLUX - & BURNER) NUDEL NO B0-665
BUT10071 'KSFERIGERATOR ( GULDSTAR SINGLE DOOR) - ROREAN
: ‘MUDEL NU GK-171-APSL

APPDIVLLE-6.NK]

V-7 FURNITURE/APPLIANCES N.E. ADIKARANGE HOUSE

8L R32 iREFERIGERATOR (2 DOGR - WESTPUINT)
141 906338 iTOSHIBA WASHING MACHINE NODBL BH-1410E
9L Ourtey iGAS COOKER (WHITE) WEST POINT MODEL KM &M

APPDIVITI-T. WK1
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ANNEX 1X

MEF PROGRAM FOR ISMP

A MEF status/Performance Report tor the First Quarter of 1992 is
presented in this Annex as a sample of the Reports being issued
by IMD to monitor and evaluate the DCFOs in all schemes under the
Project. Monthly M1S Reports are issued each month and this
Summary Status/Performance Report is issued every Quarter.




Monitoring Evaluation & Feedback Programme

Irr>igation Svstems Management Project

(Status / Performance Report for
List Quarter - 1992)

The current MEF System developed under ISM Project has 03 components :

i) Anmial / Seasonal Planning to establish targets and schedules of the
various programmes

ii) Management Information System (MIS)' for monthly monitoring and
feedback

Seasonal post harvest surveys to evaluate perfornance periodically

All these components were introduced to the 07 schemes under ISM Project
{except Gal Oya (RB) area) during the last year 1991 and continuously this system
has been implemented during the first quarter 1992, Speciatly the Management
Informat ion System was introduced as a new component of the MEF Programme and
it was field tested in 06 Schemes under ISMP area and in other 10 "INMAS" Schenes
outside ISMP areas, during 1991. The main objectives of the implementation of
this system (MIS) were :-

i) To improve the institutional management abilities of the irrigation
schenes by providing useful reliable/accurate management information
on timely basis,

To improve the Monitoring of Programme Implementation & Strengthening
of on-going Monitoring System for the successful achievement of
"INMAS" objectives.

Under this system primary data was provided by the DCD representatives
monthly and tourty (40) tables of information were regularly produced and
disseminated to the relevant implementation agencies.

These tables bring information monthly about the status/performance of
various activities of the project and highlight key problem areas. Then relevant
- inplementztion agencies were expected to take iomediate uction to rectify

. problems and constraints depicted on monthly reports. At the monthly Project
Management Comnittee Meetings this monthly reports were very useful to discuss
the relevant problens and constraints on the prioritical basis.




During the Olst Quarter 1992 in January and February, whole MEF Systen was
reviewed by Dr. Kenneth Smith, MEF Specialist and a Workshop / Seminar was held
to present findings and recommendations. It was obcerved that this system had
been working well, but to continue with a little modification to the formats and
implement.ztion *echniques. During the evaluation of the MEF System it was highly
taken into consideration, the utility and sustainability of the system,
instituticnalization of the system and the capacity for future replication to
the other "INMAS" Projects.

During the first Quarter 1992, it has been observed that the MEF had a
major impact on the Monthly Project Management Committee Meetings and DCO
Meetings and in effect changed the nature of the meeting.

Now action is being taken to extend the Monthly MIS Comparative Performance
Analysis Reports to the DCO Level within each scheme as an important step of
giving feedback to the heneficiaries level. This has to be done manually by the
MEF Assistants.

During the first Quarter 1992, the new MEF System was introduced to Damana
Area of Gal Oya (RB) Schemes as it was targeted in the annual work plan 1992,
Monthly information has been furnished since January from Damana area.

During the last 03 months the status / performance of the main progranmmes
and activities of the 07 schemes under ISM Project has been reported as follows

Programme Element Performance (Percentage of Satisfactory)

January February March
1992 1992 1992

Farmer Organisation Development 57 52 % 64 %
Maintenance Efficiency 69 73 % 75

Water Delivery Operations
Efficiency 91 91 2 68

Paddy Procuction 79 80

0.F.C. Production 84 89

Off Farwm Ewmployment 82 82




Seasonal Post Harvest Survey

The post harvest survey data for Yala 1991, was analyzed and Scheme Level Reports
were prepared. This was done by manually by the MEF Assistants of the Schemes,
It has been experienced that great effort was taken by the MEF Assistants since
data was analyzed manually without computer support.

Now action is being taken to conduct the post harvest survey for last Maha
1991/92 and data is being collected by the enumerators as previously done.

W. ELLAWALA
Deputy Director (MEF)
ISM Project.
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IRRIGATION SYSTEMS MANAGEMENT PROJECT

Project Level Performance

First Quarter - 1992

Farmer Organisation Development
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IRRIGATION SYSTEMS MANAGEMENT PROJECT

Project Level Performance

First Quarter

1992

Water Delivery Operations Efficiency
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IRRIGATION SYSTEMS MANAGEMENT PROJECT

Project Level Performance
(First Quarter - 1992

Maintenance Efficiency
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IRRIGATION SYSTEMS MANAGEMENT PROJECT

Project Level Performance
(First Quarter - 1992

Paddy Production
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Other Food Crops Production
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ANNEX X
ISMP PHOTOS

Over the Life of Project many photographs have been taken of
various Project Component activities. Some of these photos are
presented in this Annex and cover the following six categories of
ISMP efforts,

1. FARMER ORGANIZATION DEVELOPMENT

2, OPERATION AND Maintenance

3. REHABILITATION

4, TRAINING

5. CROP DIVERSI¥ICATION

6. VISITORS T0 THE PROJECT




1. FARMER ORGANIZATION DEVELOPMENT

Mr. C.F. Leonhardt, Sheladia Associates Inc., Chief of Party,
addressing the DCFO officers during the Handover Ceremony of D-
Canals on 8 4February 1882.

The DCFO officers attending the Handover Ceremony for D-Canals by
ID to the DCFOs on 8 February 1992. '




FARMER ORGANIZATION DEVELOPMENT (Cont°d)

Women farmer organizations training program for
and preservation in Minneriya Scheme.

A group of proud women farmers with the finiehed products, high
in quality,'preserved properly and tasty.




1. FARMER ORGANIZATION DEVELOPMENT (Cont’d)

USAID Visitors to ISMP being briefed by President of Jayanthipura
'DCFO in Giritale Scheme.




1. FARMER ORGANIZATION DEVELOPMENT (Cont-d)

Women farmers in Minneriya Scheme busy making fruit jams and
cordials.

Shramadana work undertaken by members of Purana Muelim DCFQ at
the tail end of D-7 Canal in Giritale Scheme.
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2, OPERATION AND MAINTENANCE IMPROVEMENTS

Cut throat flume installed for measuring
Scheme.

Controlled section and drop structure on D-6 Canal Giritale
Scheme for Water Management.
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2.
Cut throat flume constructed at RB

Water Management.
Current meter measurements on D




3. REHABILITATION
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Dry rubble packing slope protection constructed upstream and
downstream of existing drop structure in D-2 Main Canal-
Parakrama Samudra Scheme.

Three ba& gated regulator constructed on LL Main Canal Kaudulla
Scheme.
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3. REHABILITATION (Cont°d)

ISMP vertical drop structure constructed on D-canal Parakrama
Samudra Scheme. :

Construction of retaining wells in D-1 North canal of Parakrama
Samudra Scheme.




REHABILITATION (Cont’d)

Foot bridge constructed along High Level Main Canal of Kaudulla

Bathing steps/retaining wall and dry rubble packing along D-2
Main Canal of Parakrama Samudra Scheme.
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3. REHABILITATION (Cont’d)

Retaining wall
Samudra Scheme.

Dry rubble packiné on LB of D-1
Scheme.




3. REHABILITATION (Cont’d)
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Newly constructed masonry retaining walle with new earth filling
in D-6 canal, Giritale Schenme.

Newly constructed retaining wall on LB 3/D-1 East in Parakrama
Samudra Scheme




4., TRAINING
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Water measuremente training to
Training.

In-eservice 10 training in Minneriya Scheme.




4. TRAINING (Cont~"d)

i

Farm women busy in learning
preserving.




5. CROP DIVERSIFICATION

Field day conducted in .a demonstration field, help neighbors to
learn the potential to grow other crops in the paddy lands.
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Demonetration of Big Onion cultivation in paddy lands 1is a
guccees and cultivators can gain as high as 14 times the net
income from paddy.




CROP DIVERSIFICATION (Cont’d)

5'

earn net returns 3-4

Gherkins grown in well drained paddy lands,

times than of paddy.

an of 350 kg/ha giving a

a me
day crop.
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serotillage planted mungbean yi
670/ha for & 67-

net income of Rs 4,
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6. VISITORS

USAID visitors from Washington D.C. inspected newly constructed
drop structure and downstream retaining walls in Parakrama
Samudra Scheme.

P

USAID administrator, Dr. Roskins, addressing a Farmer
Organization Development Program in Minneriya ©Scheme on 12
October 1991.




6. VISITORS (Cont°d)

Ms. Phillis Forbes, USAID Asia Coordinator for Washington D.C.
vieiting ISMP on April 3, 1992 to inspect completed construction
work. In the picture from left to right are Mr. Piyaratne, DA;
Mr. S. Seneviratne, IE; G.T. Jayawardena, Project Director; Ms.
P. Forbes; Mr. Glen Anders; Mr. H.B. Bautista; Mr. George Jones;

Deputy Director, USAID.

RIG Construction Auditors, visited ISMP Polonnaruwa on the 19 and
20 May 1892, In the picture from left +to right are Mr. W.
Amarakoon, Mr. S.Senaratna, Mr. D.HWHeerakoon, Mr. C.F. Leonhardt
COP (SAI), Mr. Murray (RIG Const.), Mr. M.F.M. Faleel (USAID) and
Miss. Miriam Huish (RIG Const).

- o .. et e s mem e am e aim e et e gy Sy F———— o

o




6. VISITORS (Cont’d)

Ms. Audrey Lutz, Sheladia Vice President visiting the Women
Farmer Organization in Minneriya Scheme.

Richard Brown, Director, USAID, President of DCFO; Mr. Wijetunge,
Secretary to MLIMD; Mr. Roskin, USAID Administrator and Donald
Westmore lighting the lamp at opening of Farmer Organization
Development Program in Minneriya Scheme on 12 October 1991.




