Dry Zone Agricultural Development Project, Sri Lanka

Mid Term Review, Draft Final Report


Annex 12 – Aide Memoire and Debriefing Minutes

Aide Memoire

To be Presented and Discussed at a Wrap-up Meeting at 14:00

on 9 June 2003

1. Introduction

1. The overall objective of the Dry Zone Agricultural Development Project (DZADP) is to contribute to increasing the standard of living in the Dry Zone (DZ)
 of Sri Lanka. It is funded by the European Union (EU) and implemented by CARE International UK. The total budget of the project is EU R 9.419 million, of which the EU’s contribution as a grant is EUR 5.132 million, and that of CARE is EUR 0.942 million. The Government of Sri Lanka (GoSL) is providing the equivalent of EUR 1.106 million and NGO partners and beneficiaries a further EUR 2.239 million.


2. Implementation of the project period started officially in September 1999 and will continue until August 2005. The project started its operations in March 2000, in two districts in the DZ, Anuradhapura in North Central Province, and Hambantota in Southern Province. The interventions of the project are implemented in close collaboration and partnership with both line agencies of the Ministry of Agriculture and Livestock (MoA&L) of the Government of Sri Lanka (GoSL) and non‑governmental organizations (NGOs). In September 2002, DZADP expanded its activities to two additional DZ districts, Monaragala in the SouthEast and Puttalam in the NorthWest.

3. Following normal procedures, the European Commission (EC) arranged for a review of the project approximately half way through its implementation period. The review mission is expected to assess the progress of the project so far and recommend any adjustments that should be made during the remaining implementation period. It is also asked to comment on a proposal to extend the project to a district in the North in response to the ongoing peace process (see Annex 7). 

4. A team of five (two Sri Lankan and three European) independent consultants is conducting the review. The team started work in Sri Lanka on 20 May 2003, travelled to all four districts, Anuradhapura, Puttalam, Moneragala and Hambantota in which the project is being implemented and expects to leave Sri Lanka on 10 June. Information has been gathered from farmers and Farmers’ Organizations (FOs), management and staff of DZADP and CARE, officers of the various departments of the MoA&L at national, provincial, district and field levels, officials of local government, other government and international agencies, NGOs, and consultants who have been involved with the project. 
5. The purpose of this Aide‑memoire is to summarise the review mission’s observations so far and to present them to representatives of the project, of GoSL and of the Delegation of the European Commission (EC) before it leaves Sri Lanka. The mission will pay careful attention to all comments on the contents of the Aide memoire before completing its full report.

6. Both the Aide‑memoire (in summary) and the full report (in detail) will consider five main evaluation criteria, following the EC’s “Evaluation Guidelines” dated January 2001:

(a) the relevance of the project as a whole and its component results and activities, in relation to the present situation in Sri Lanka;

(b) the efficiency with which financial, human and other resources have been and could be used to implement the project;

(c) the effectiveness of the project in achieving its intended results and purpose;

(d) the impact that the project has had or may be expected to have on its ultimate beneficiaries; and

(e) the sustainability of the project’s interventions and achievements after the eventual withdrawal of EU support.

Section 3 of the Aide memoire includes a draft set of recommendations for the remaining project implementation period.

7. The mission would like to thank the Project’s Management and staff, CARE Sri Lanka, farmers and representatives of farmers’ organisations, all officers of GoSL, NGOs, and the EC Delegation in Colombo who have kindly provided information, ideas and other assistance. The mission would like especially to commend and thank the management and staff of the project for the excellent arrangements made for the mission and for the information, and comprehensive documents and data provided to it, as well as for their diligence and patience in responding to the many demands made on them during the mission’s field work.

2. General Observations

2.1. Relevance

2.1.1. General

8. An estimated 80 percent of the population live in rural areas, and 36 percent of the workforce depend largely on agriculture for their living. Poverty in Sri Lanka is largely a rural phenomenon. An estimated 88 percent of the poor reside in rural areas where access to markets, information and basic infrastructure facilities such as roads, public transport, telecommunication, and information technology is very limited. Their economic isolation adds to their vulnerability to shocks such as drought and floods. The majority of the poor practise semi‑subsistence agriculture. Many farmers, especially those relying on rainfed cropping in the DZ, sell little or no produce for cash and have low levels of cash income, though many earn from off-farm employment or income‑generating activities (IGAs).

9. Other factors that contribute to the under-development of agriculture are poor soil and water management practices, limited post-harvest food processing, and lack of access to investment finance. Services provided by agricultural research and extension have been affected by frequent reorganisations, lack of focus and limited resources. Most of these responsibilities have been devolved to provincial and local government who similarly have limited capacity to generate agro-technology that addresses farmers’ felt needs.

10. DZADP responds directly to the needs of the poor in the DZ and to GoSL’s goals to reduce poverty, increase the productivity of agriculture (including livestock), and increase self‑reliance, reduce the dependency of farmers on the government, and promote the commercialization of agriculture. The Government recognises its immediate task is to remove barriers and regulations that have restricted access to improved technologies and crop diversification, and have promoted inefficient use of resources. It emphasises the need to enhance the quality of rural education and vocational training and improve the quality of labour market information services. Its encouragement of small‑scale, low-income farmers with limited land holdings to diversify production and cultivate high-value horticulture crops, keep livestock and fisheries, and process their products has considerable potential to supplement farmers’ incomes. Its close association with GoSL’s development policies is one of the project’s strengths.

11. DZADP has selected four districts in the Dry Zone with high poverty levels and is directly targeting the resource poor in villages. They are generally those cultivating land in the catchment areas of minor or micro tanks
 and often need to have off‑farm employment or another IGA to survive. They are being helped by the introduction of sustainable farming systems to increase their productivity. Some also have land in the command areas of tanks and are better off. The project is also indirectly targeting farmers in the command areas since it is rehabilitating tanks and improving the management of water resources.

12. DZADP’s vision of empowered farmers’ organisations, working closely together with NGOs and GoSL agencies, seeking out opportunities to optimise the development of the rural economy and minimise the dependence mentality is a promising though challenging road ahead. It is playing an important role in introducing participatory methods at the village level to ensure that the communities’ needs can be better identified and met. This process is being assisted by partnerships between FOs and both government agencies and NGOs. This has been shown to be a successful way to extend services to resource poor groups. The purpose, approach, mode of execution and participating institutions remain relevant.

13. Several other foreign-funded projects have been or will be implemented in the Dry Zone, with goals and activities similar to those of DZADP. The project is distinct in that it combines a wide geographical coverage with capacity‑building interventions in four main areas, social mobilisation of farmers, and development of farming systems, water resource management and business. The staff of DZADP have made commendable efforts to build the capacity of both FOs and providers of rural development services. This approach offers opportunities for sharing important lessons learnt with other projects and government agencies. 

2.1.2. Farming Systems Development

14. The project has generally accepted Farming Systems Development (FSD) as a valid approach to develop farm household agricultural systems and increase incomes on a sustainable basis. The community empowerment programme is seen as complementary to the FSD approaches. Selected improved crop and livestock activities, which are components of FSD, have been introduced into the project area through demonstrations. Among the key interventions, crop diversification, soil and water conservation, small-scale livestock and capacity building programmes of FOs and partner organizations are given priority. However, the holistic approach needed to introduce appropriate FSD technology, taking the watershed as the development unit, has not been fully adopted. Soil conservation practices should go hand in hand with measures to increase crop production for them to be acceptable. There should be constant consultations and feed back mechanisms with the institutes responsible for technology development and national level institutions promoting such practices. 

2.1.3. Water Resources Development

15. Both communities and the project, through a participatory approach, have recognized water as the major constraint for development. Rehabilitation of water tanks has been given priority for physical interventions. A cascade system development approach has been initiated and a study on tank selection for interventions has been completed. Both technical and social aspects have been considered in selecting some tanks for intervention. However, it is vital that the potential WRD packages for the whole cascade be identified with the community
2.1.4. Business Development 

16. DZADP has concentrated on agricultural development, is attempting to make agriculture more attractive to young people and is promoting the capacity to develop employment and enterprise opportunities in agriculture, particularly for women and youth. The trend worldwide has been for agricultural employment to decrease, land holdings to be consolidated and for farm sizes to increase. Retaining increasing numbers of young people in farming only leads to fragmentation of land holdings and reduced average farm size. The effect of this will be to diminish opportunities for commercial farming and lead increasingly to more subsistence farming, thus reinforcing poverty. 
17. Training in entrepreneurial development, awareness training for farmer leaders and members of FOs on organised marketing, market information systems (MKIS) and market‑based production was given. These types of training were relevant to the problems identified.

18. The organised marketing activities should also contribute to the project’s purpose but no quantitative impact assessments have been made. It is considered to be a relevant activity and the supply of good quality agricultural inputs available at reasonable prices is also very relevant, as these inputs are frequently not available at village level and then prices are often unnecessarily high. By arranging bulk purchases, farming organisations can reduce prices.

2.1.5. Cross-cutting Concerns

2.1.5.1. Gender

19. The incidence of poverty in Sri Lanka is about the same in male-headed and female‑headed households (39 percent and 38 percent, respectively). However, in the rural sector, women outnumber men as self-employed workers. They are trapped in poverty and unable to generate adequate income to maintain their families.

20. DZADP has incorporated a gender and development strategy in its institutional development and organisational strengthening programme with the aim to address gender inequity in all its activities. The gender strategy particularly targets members of FOs and local communities, youth, local NGOs and GoSL officials at district, division and field levels. The objectives are to increase awareness on issues related to gender inequity and to increase the participation of women in rural decision-making.

2.1.5.2. Environment

21. Unsustainable agricultural and forestry practices are causing bio-diversity loss, severe soil erosion and reduced productivity in irrigated and non-irrigated lands. Chena (shifting) cultivation has been identified as the most environmentally damaging practice in the project area, especially with high population pressures and the shortening of fallow periods. Also, with the opening of irrigated agricultural programmes and expansion of the road network, more upland areas have been opened for cultivation. A national environment plan, which has identified several protection measures, needs community participation. However, no mechanisms have been identified to compensate investors. An opportunity has been created by the project for the command area farmers (direct beneficiaries) of the rehabilitated tanks to compensate the catchment area development programme through the FOs.

2.2. Efficiency

2.2.1. Finance and Administration 

22. Transfers of funds by the EC have been made long after being requested by CARE, requiring CARE to advance funds to the project from its own resources and borrowing, thus incurring costs which have the effect of reducing the net contribution of CARE to the project’s costs.

23. The financial contributions of GoSL (MoA&L) and NGOs to the project’s budget have been well short of expectations and the PMU reports that research and training institutions have not had the financial resources to contribute to extension programs.

24. The day-to-day management of the project is of an outstanding quality. Since the project is running smoothly and the guidelines for implementation have been laid down, the staff trained and competent to continue, it is considered that there would no longer be a need for an expatriate PD. However, should the project be extended into a district in the North (see Annex 7), it would still be necessary for the PD to be an expatriate.

2.2.2. Business Development 

25. The enterprise development training programme needs to be re‑evaluated, particularly the selection of candidates. There is a strong bias in favour of youth (under 30 years of age) and women. Little account is taken of business skills. Consequently, many people are likely to have been selected who were not the most suitable or the most likely to establish successful businesses. It is not considered necessary to give a high level of entrepreneurial training for many agricultural production enterprises, in which most trainees who did start an enterprise, engaged themselves.

2.2.3. Training and Extension Programme 

26. The project has undertaken a comprehensive training programme, 980 farmer-training and 73 partner-training events having taken place between March 2001 and March 2003. It has established partnerships with 17 NGOs and with line agencies of GoSL. With the exception of the business development training that is carried out by external training agencies, NGOs and GoSL agencies at local level are responsible for the implementation of the farmer-training programme. Most, but not all, training provided by partner organisations has produced satisfactory results.

2.2.4. Farming Systems

27. In general, the project has been able successfully to reduce the transition problems of the process of decentralization of government services with the participation of FOs and the involvement of NGOs to fill the gaps. However, the project should improve the quality and the efficiency of their programmes by involving the expertise of the national level institutions in designing FSD plans and training the Trainers of Training (ToTs). The quality of demonstrations and their use for the dissemination of knowledge should be improved. The demonstrations now stand as individual improved practices, whereas they should be part of an FSD technology package to develop farm-household and rural communities. Communities must be able to understand the objectives and functions of the demonstrations in relation to their physical and socio-economic environment and the FSD process, and FOs should prepare long‑ and short-term development plans.

2.2.5. Water Resources Development

28. With only minor exceptions, the project strategy to foster WRD in the villages has been efficient. Experts of government and NGOs provide technical leadership and through the mobilization programme, farmers’ participation has been facilitated. As a result, cost effective WRD plans are being prepared by FOs. However, the watershed centred WRD programmes to suit the different micro‑environments have yet to be identified. The project should explore the possibility of extending support to the FOs by establishing a Watershed Development Fund with Federations of Farmer Organizations (FFOs) to provide loans for WRD activities.

2.2.5.1. Environment

29. The economic approach of the project is based on the introduction of productivity and yield improvement practices to increase farm incomes so that investments in conservation could be generated within the system. However, there should be alternative livelihoods for the farming community if they are to abandon destructive livelihoods such as chena cultivation and cutting trees for firewood for a living. Conservation investments have a cost and invariably a time lag for the achievement of benefits.

30. The dissemination of soil and water conservation practices seems to be slow. An incentive scheme or subsidy programme might be necessary for it to gain momentum. Policy makers, local politicians and department heads could be persuaded to participate in cross visits and field days to make them aware of such social needs so that they would allocate some funds from the Decentralized Budgets and Quotas. The Regional and Provincial Technical Working Groups (RTWGs/PTWGs) could provide a forum for a successful feedback mechanism.

2.3. Effectiveness

31. In principle the planning, implementation, monitoring and evaluation of DZADP are based on the Logical Framework (LF or LogFrame) approach. The narrative structure of the LF included in the Overall Work Plan remains largely valid although the wording of the goal, purpose and expected results require clarification. However, there is an urgent need to add the activities or inputs and targets that would achieve the expected results. A revised LogFrame is presented for consideration as Annex 6.

32. Project interventions have been limited in some areas and cases by unexpected climatic conditions (drought, floods), wild animals (elephants), poor access, insufficient government resources, and lack of cooperation from government officials.

33. The ID & OS component has had a strategic function in mitigating the general weakness of farmers and their FOs in taking collective action and responsibility for the welfare of their community and in accessing and demanding available services. People, especially women and youth, are more confident and prepared to accept positions of responsibility and provide leadership in their communities. FOs have been strengthened and are now able to take collective action on behalf of communities. FOs and their members now realise the futility of relying on the State to provide their development needs and are becoming more self-reliant.

2.3.1. Extension and Training

34. Good progress has clearly been made towards implementing the training and extension programme. FOs have become better organised and increasingly more proactive in looking for ways to address their needs, farmers have started to move slowly away from traditional to more market-oriented farming practices, and some farmers have started a small businesses.

35. It is, however, difficult to assess the extent to which training and extension events have achieved the results and project purpose shown in the LogFrame. Measurable indicators to assess the effectiveness of training of beneficiaries need to be developed. A clearly formulated and widely shared approach to monitoring in conjunction with partner organisations is required to assess the quality of training and promote institutional learning. 

36. NGOs, in collaboration with GoSL, have become major service providers of rural development programmes in the project area. They have become more aware of the importance of including participatory methodologies, interactive communication and presentation skills and gender issues in their work approach. Most of the training delivered has been regarded as useful by the beneficiaries, but there is scope for better quality control of courses and training modules and impact assessment. 

37. Limited capacity and frequent staff transfers have reduced the effectiveness of extension services. FOs have requested the project to train selected villagers to become Farmer Animators (FAs) who will be able to address specific technical needs of their members. However, experience has shown the quality of services provided by FAs has been mixed. The idea has merit but more consideration is needed of how they would be selected, trained and remunerated.

2.3.2. Farming Systems Development 

38. Substantial increases of paddy yields have been reported but yields have still to reach the potential. The chena crop diversification programme is progressing slowly but several demonstrations have been established. There are success stories from the goat programme in all sites. However, individual demonstrations scattered round the intervention area can have very little effect on FSD. Some FOs did not have an FSD plan and there are no FSD plans identified for the different micro‑environments. Unless farmers collectively practise the improved practices introduced, the impact of FSD will be marginal. Undoubtedly, the improved practices introduced will generate demand for improved planting materials and other inputs but such plans were not reported.

2.3.3. Water Resources Development

39. The rehabilitation of tanks and rainwater harvesting demonstrations for drinking purposes have been very successful interventions. Farmers not only report that they have developed technical skills, but they have also been motivated to establish operation and maintenance funds for future rehabilitation purposes. The individual WRD demonstrations should be planned along with the watershed WRD plan. There is a danger of diverting the excess water from one field to another unless the whole watershed is planned together. The first step should be to design the WRD plans with the participation of the whole community. The NGO and Department of Agriculture in Hambantota have started to identify such plans. Farmers consider that the demonstrations lack adequate supervision, are too small, some crop species are unwanted and unsuitable, the cost is high and beneficiaries should have been involved at the planning stage.

2.3.4. Business Development

40. The organised marketing activities being conducted by FOs following training programmes sponsored by the project are resulting in improving linkages between producers and traders. 

41. The project has promoted the establishment of a current market price information system. Prices from a number of major market centres are collected and disseminated weekly. A recent FAO survey of the sustainability of price information services conducted in several countries concluded that most price information systems, which are usually established with donor funding, failed when funding was withdrawn. It is unlikely that the project area will be an exception. No mechanism has been identified which is likely to ensure sustainability. Prices are also broadcast over the radio and while some weaknesses have been pointed out in these radio broadcasts they are likely to be at least as useful as the prices distributed by the project MKIS system and at least as sustainable. Representatives of the producers are collecting price information when they accompany produce to markets. Information collected in this way is much more likely to prove useful and to be sustained.

42. Historical market price information and price trends can help farmers in drawing up their planned cropping calendar. This together with information on commodities in demand, varieties, quality requirements, market channels and other marketing information can be extremely useful and are much easier to disseminate. The DZADP marketing information system should continue to supply this information and even endeavour to extend the range of information included. 

43. A number of FOs that are involved in organised marketing activities are becoming involved in supplying inputs to members and non-members. Almost without exception, these organisations are supplying inputs on credit. While the reasons for this are understandable, involvement in credit activities has the potential to cause these FOs to self-destruct thus threatening the sustainability of the many useful activities they perform.

2.3.5. Environment

44. There are no incentives or innovative financing mechanisms that promote the environmental conservation measures that are identified. It was also reported that the awareness programmes have not persuaded farmers to take up soil and water conservation practices.

2.3.6. Cross-cutting Concerns

2.3.6.1. Gender

45. Conscious effort is given to incorporating gender issues in all sector activities. A number of DZADP staff have been trained in gender and development, and serve as regional focal points for gender issues for other DZADP staff. A number of partner organisations have participated in an intensive gender and development course and, subsequently provide gender training for GoSL field staff and FOs on a demand basis. The mission’s impression is that these activities have started to generate attitudinal change towards a greater recognition of women’s role in rural development. The inclusion of gender indicators in monitoring and evaluation can help the project in making a more definitive assessment of the impact of gender equity activities on local communities and partner organisations.

2.4. Impact

46. No impact evaluation survey was undertaken because no provision is made in the project’s budget, so the mission could only rely on project reports, impressions and verbal evidence. Moreover, since the project has only been running for a little over three years and much of the first half of that time was taken up by preparatory activities, identification of partners and Farmers’ Organizations (FOs), training and organizational strengthening and institutional development, little assessable impact can be discerned.

47. It is clear, however, that the project is on track to achieve its objectives. There has been a marked impact on the ability of the partner organizations to you undertake their tasks and of FOs to participate actively in the project’s work planning and managing the rehabilitation, operation and maintenance of their tanks. Some beneficiaries reported increase of income of up to 70%, albeit from a low base. NGOs reported that they have successfully replicated the project’s methodology outside the project area, indicating the likelihood that the project would achieve a wider impact.

2.4.1. Extension and Training (SS)

48. The project has clearly generated positive changes at local level. Some of these changes can be summarised as follows:

· FOs have become better organised, more proactive and more able to link with service providers. Membership of FOs has increased. FOs in Hambantota district have formed two federations of FOs (FFOs).

· Extension methods applied in the Farming System Programme have been effective in generating interest among farmers.

· Farmers are changing towards more diversified and market-oriented cultivation practices and are gradually increasing their income levels.

· Linkages between FOs, GoSL field level staff and local NGOs have been strengthened.

However, it should be noted that the situation with respect to each of the above points varies by district and cannot be adequately quantified for reasons earlier explained.

49. Business development activities have made an impact in the area. Individuals have started or expanded enterprises as a result of training or through the organised marketing activities of FOs. The impact of the project could be greatly improved by better selection of trainees for enterprise development training programmes. This should lead to a higher percentage of trainees starting enterprises. A better focus on non-farm enterprises should also improve the impact. 

50. While no measures of quantitative impact were available to the mission it is reasonable to assume that the project did impact directly on a number of the target group but it is too early to assess any impact on the wider community.

2.4.2. Cross-cutting Concerns

2.4.2.1. Gender 

51. Important changes are taking place in the way women and men perceive their respective social and economic roles; women from FOs and NGOs feel more confident in expressing themselves. Male members of FOs and NGOs say that they have more respect and understanding for the situation of women and the importance of women’s participation and consequently have started to change their attitudes. 

52. The proportion of women in the aggregate membership of FOs in project areas has increased, including the number of women holding a board position. 

53. In Anuradhapura and Hambantota, partner staff trained in gender and development have registered with the Department of Agrarian Development as a gender and development NGO. They now conduct training on gender sensitisation for farmers, youth, GoSL agencies and other local NGOs. 

54. The main strategies that have emerged from the interventions are the importance of partnerships among Government, NGOs and CBOs to foster village and ASC level developments, However, a more holistic approach is needed for the project to have an impact on FSD.

2.5. Sustainability

55. The withdrawal of funding at the project’s end will inevitably result in the curtailment or cessation of some of its activities. Yet, the considerable volume of training, capacity building and organizational strengthening that will have been completed will enable many of the activities to continue, albeit to a reduced extent.  

56. The project’s strategy of working through governmental and NGO partners ensures, to some extent, that the physical absence of the project and its staff should have little or no effect on the continuance of field activities. Yet, staff rotation and promotion, especially among the staff of government agencies, will mean that the knowledge skills imparted will be lost to the project area, though not necessarily to the country. The ability of NGOs to continue their work among the project‑supported communities will depend to some extent on their ability to secure alternative sources of funding. The NGOs consulted said that they would be able to carry on their activities at a reduced level.

57. The readiness of FOs to contribute 20% of the cost of minor tank rehabilitation and to develop other self-help activities is a healthy sign that FOs should be able to survive and become self-reliant, thus breaking the dependency mentality that has plagued the country’s development. The advent of two federations of FOs (FFOs) in Hambantota district, one of them having a long list of current and planned activities, is an encouraging further sign that FOs and their members have ambition and are prepared to take direct action to improve their standards of living.

2.5.1. Extension and Training

58. The mission is satisfied that the programme of capacity‑building of non-government and government organisations has elicited important lessons. Local service providers now better understand the need to gear their services to address farmers’ needs, recognising the importance of the role of farmers as equal partners in rural development planning. 

59. An indefinite number of FOs and individual farmers, both male and female, have learnt to express and deal with their needs with a greater sense of ownership and responsibility towards their own development.

60. The organised marketing activities being conducted by FOs following training programmes sponsored by the project are resulting in improving linkages between producers and traders. 

61. For the FSD interventions to be sustainable, marketing, business development and micro‑credit programmes should also be developed. Unless the FOs develop these skills and plans, implement village development plans and such plans are amalgamated to become the ASC’s plan, the FSD programme is unlikely to be sustained.

62. Capacity building programmes designed and conducted for service providers including government institutions, NGOs and FOs would contribute positively to the sustainability of the project’s activities. However, it might be necessary for institutions such as the Insurance Agencies, Chambers of Commerce, Provincial and National line agencies to cooperate in the programme.

3. Conclusions and Draft Recommendations

3.1. Conclusions

63. The project is well managed with innovative and visionary approaches and the staff are committed and industrious. 

64. DZADP’s core activity is the training and extension programme. More than 1,000 training courses in Institutional Development & Organisational Strengthening, Business Development, Farming Systems, and Water Resources Management, Gender Sensitisation and Gender and Development have been carried out for farmers and partner organisations in the project areas. Training courses, demonstrations, field days, and exposure visits have been widely appreciated. The project’s strategy to first start with organisational strengthening and social mobilisation of FOs has ensured that services have become available to a wider section of local communities, making an impressive effort to include the resource‑poor, women and youth. However, there is a need for more systematic monitoring of the quality and effectiveness of training and extension. Apart from external evaluation purposes, this would also facilitate institutional learning, a better understanding of training needs of partner organisations, and quality control of work delivered by partner organisations. 

65. The Business Development Component is well implemented and staffed by committed personnel. It has made a useful contribution to the objectives of the project. Some areas need attention. In general these are to focus the use of resources, and in particular training resources, more efficiently and effectively. Some recommendations are also made for developing or expanding linkages with partner organisations. The existing project management and staff provide an excellent platform for performing these activities.

3.2. Recommendations

66. The mission recommends that the logical framework be adjusted to clarify the direction and achievements of the project in the eyes of both the PMU and other stakeholders and indicate the activities or inputs that would be required to enable the expected results, objective and goal to be achieved. A revised draft for consideration is at Annex 6.

67. The project is deemed to have started when the Contract between the Commission of the European Communities
 and CARE, United Kingdom, was signed, on 1 September 1999. However, in view of the delay of more than 6 months before the project’s activities started with the arrival of the Project Director (PD) on 15 March 2000. Since this delay set back the start of all activities, and will be reflected in the ultimate success of the project towards achieving its goal and objective, the mission recommends that the project dates be revised so that it runs from 15 March 2000 to 14 March 2006.

68. The mission recommends that poor communities be targeted and no attempt be made to deny the project’s benefits to any member of the community, because the (relatively) better off are still poor and are often the leaders and opinion formers who can do much to help the less well off to gain more from the project. 

69. It is not a sustainable option for many rural households to remain in farming or even to depend on it as their main source of income. The focus of the project should change from solely agricultural development to one that also stresses non-agricultural enterprises.
70. The mission recommends the recruitment of a local Training Coordinator who should assist in designing training modules, setting up clear M&E indicators and procedures, and in impact assessment. 

71. To ensure mainstreaming of gender considerations and ownership of beneficiaries in public policy and planning, gender and participatory development perspectives should be explicitly included in the organisational audit that was developed especially for the partner organisations. 

72. The FSD programme has proved to be effective, as it has generated considerable interest among farmers. The training highlights the technical aspects of cultivation of cash crops, perennial crops, livestock or soil and water conservation practices. The mission recommends including such relevant issues as marketing or estimated labour requirements to ensure that farmers make a well-informed decision.

73. Renovating tanks is in effect promoting commercial agriculture and would not make sense for subsistence agriculture. Commercial agriculture should be promoted and given priority as this is likely to be the most sustainable and make the most impact.

74. The most appropriate non-agricultural enterprises are likely to be in the area of artisanal and service enterprises. Lack of technical skills was cited as the main barrier to entry. Short training courses were considered adequate to impart these skills. For some enterprises, the placing of suitable young people in vocational or apprenticeship training schemes would be the most appropriate intervention here. 

75. The activities of FOs in promoting organised marketing and in giving support to individuals and groups to establish commercial production enterprises, both crop and livestock, must be viewed as active involvement in the promotion of commercial agriculture. That FOs are now demanding much more technical information and services would also indicate their wish to promote commercial agriculture.

76. The mission endorses the proposal to re-allocate the grant proceeds among budget line items without changing the total budget (details will be provided in the draft final report).

77. The process of selection of trainees should be modified to concentrate more on business skills so as to identify people who are more likely successfully to start or improve enterprises. 

78. The training programmes being offered need to be re-evaluated. For enterprises other than agricultural production, other CEFE
 modules are more appropriate. There are currently fifteen different modules available in Sri Lanka. The Sri Lanka – German CEFE Programme is also prepared to work with the project to develop other modules at no cost to the project. The full CEFE training programme is not considered necessary for agricultural enterprises. Other types of training may be more appropriate and should be considered, particularly in the light of other project interventions in support of agricultural production and marketing. The majority of enterprises started by CEFE trainees are in agricultural production. Approximately 35% of CEFE trainees have not started a business. NGOs have been contracted to follow up CEFE trainees. The quality of the follow-up services being delivered by these NGOs needs to be more closely monitored. This is particularly necessary in the case of business counselling. The quality of reporting by NGOs needs to be improved and reports standardised both between NGOs and between the different project areas.

79. The project should explore ways of being more proactive in promoting identified enterprise opportunities, including non-agricultural enterprises.

80. NGO reporting formats need to be standardised and the quality of reporting needs to be improved

81. Linkages with financial institutions need to be strengthened in order to discourage FOs from becoming involved in providing financial services which most of them are unlikely to have the resources to manage well.

82. Linkages with business organisations including Chambers of Commerce, and small entrepreneur associations, should be strengthened. The project should explore possible collaborations with the Anuradhapura Small Entrepreneurs Association.

83. Entrepreneurs who have started or expanded their enterprises should be encouraged to form associations that can apply for membership of Chambers of Commerce. Where no chambers are active, as is the case in Anuradhapura, the entrepreneurs should be encouraged to join the Anuradhapura Small Entrepreneurs Association. 

84. The project should cease to develop a current market price information system for the entire area. Support to the collection, analysis and dissemination of other marketing information should be continued and, where appropriate, strengthened 

85. The project should support the development of linkages with suitable traders. A free‑market system cannot operate effectively or efficiently without the participation of market intermediaries, commonly known as middlemen. The task facing the project is not to develop mechanisms to bypass middlemen and create new market channels but to develop mechanisms that can improve the relative position of producers in the market chain, and foster competition among traders. This is most likely to be achieved by developing good relationships with market intermediaries and trying to develop win-win situations rather than confrontational approaches. Many small traders face similar difficulties to farmers. Working together with market intermediaries to develop a cropping calendar, improve quality and exchange of information is likely to produce the best and most sustainable results. FOs do not have the capacity to take over most of the functions performed by market intermediaries and are unlikely to develop such capacity for a long time. FOs might usefully encourage traders who live in their communities to join te FO and assist its members in their marketing.  

86. Each FO should appoint a paid officer responsible for bookkeeping, irrigation O&M contribution records, keeping of cropping and loan statistics, acquisition of assets, member contributions and assisting the elected executive committee in FO administration.   

87. The PMU should initiate in each benefited FO an irrigation O&M fund in order to further strengthen the FO in self management of the DZADP built economic infrastructure since GoSL will not encourage farmer beneficiaries to be dependant on the national budget and that FOs should contribute to the national economy as with the rest of the population. 

88. Project field implementation activities would have been seriously jeopardized on account of the unreliable field vehicles procured had not CARE provided vehicles of other projects that have stood the test of time. Hiring of vehicles be the alternative because already 3 of the jeeps are At any given time in workshops with CARE lending vehicles belonging to their other projects. The EC may consider the disposal of 3 of the jeeps that are uneconomical to repair.

89. Schools should be a focal point for the dissemination of knowledge on sustainable management of the environment. Schools could also be encouraged to operate plant nurseries.







� 	The DZ occupies about 70% of the landmass of the island, and covers all but the SW quadrant and the central highland areas. Rainfall in the dry zone averages between 575 mm and 1400 mm per year.


� 	Small reservoirs held by an earth bund with a sluice to control the flow of water to an irrigable (command) area of less than 80 ha.


� 	Now the European Union


� 	Competency-based Economies through Formation of Enterprises, a business training programme supported by GTZ.





Agriconsortium
Agrisystems (Lead Firm)
 Annex 12 – Page 1
Agriconsortium

Agrisystems (Lead Firm)
 Annex 12 – Page 10

_1117439787.unknown

