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Executive Summary

Introduction

Implementation of the project period started officially in September 1999 and will continue until August 2005. The project started operations in March 2000, in Anuradhapura and Hambantota districts. The interventions of the project are being implemented in close collaboration and partnership with both governmental agencies (GAs) and non‑governmental organisations (NGOs). In September 2002, DZADP expanded its activities to two additional DZ districts, Moneragala and Puttalam. The Project Management Unit (PMU) is based in Kandy (see map on page vii).
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 (see Annex 1 for the terms of reference). 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. 

This report considers the five main evaluation criteria, following the EC’s “Evaluation Guidelines” dated January 2001: the relevance of the project as a whole and its component results and activities, in relation to the present situation in Sri Lanka; the efficiency with which financial, human and other resources have been and could be used to implement the project; the effectiveness of the project in achieving its intended results and purpose; the impact that the project has had or may be expected to have on its ultimate beneficiaries and on the wider development of agriculture in the DZ; and the sustainability of the project’s interventions and achievements after the eventual withdrawal of the EU’s support.

Relevance of the Project (§ 2)

The project’s (revised) objective is “To contribute to increased living standards in rural areas in the Dry Zone” and its (revised) purpose “To enhance productivity and incomes in command and catchment areas of micro tanks in a sustainable way, so creating a model that could be replicated more widely in the DZ”. The mission is satisfied that the design of the components and the project’s strategy are generally relevant to both objective and purpose, apart from the reservations expressed in ¶ 59 and 145. The mission’s view is that the objective and purpose are more likely to be achieved if the project’s focus is broadened to include training and development of both non‑agricultural and agricultural enterprises.

Efficiency of Implementation (§ 3)

In the mission’s view, the project is exceptionally well led and managed. The management is intuitive and responsive to circumstances and developments. It benefits from the experience and knowledge of the staff of CARE’s country office, both in Sri Lanka and elsewhere. The staff has a low rate of turnover, is performing satisfactorily, and there seem to be few, if any, weak links.

In the opinion of the mission (and of most its many respondents) little needs to be changed in the way that the project conducts its operations and activities. Recommendations are made for small changes that are thought would be beneficial, but a radical overhaul is not called for.

CARE has complied with the requirements of its contract with the EC by obtaining approval for the Overall Work Plan (OWP) and Annual Work Plans (AWP) from the National Steering Committee (NSC) who forwarded them for the EC’s approval. 

Although disbursements are behind budget, the mission considers that the rate of disbursement is satisfactory in view of the fact that field implementation activities did not begin until after the project director took up duties in March 2000, and that the first EC cash transfer of EUR 800,000 was received in May 2000. The project management is confident that all funds will be spent by the end of the project; expenditure has accelerated in years three and four. The mission agrees with this assessment provided the proposed reallocations that are to be submitted by the PMU and CARE are approved by the EC.

The project’s management is seeking approval to reallocate funds between some budget lines, without changing the total budget.

Effectiveness (§ 4)

As far as could be judged, the project is being effective at achieving its objectives. The benefits planned are being delivered and received, and attitudes are changing. FOs and their members are more confident and outspoken, women are being recognised as having much to offer and are playing an increasing role in the affairs of communities. Increase in incomes are being reported. Farming systems are being adapted, irrigation infrastructure restored, water and soil resources conserved, and watersheds protected. Enterprises are being started and improvements in marketing are being realized.

Impact (§ 5)

The absence of a survey to measure the impact of the project so far makes if difficult to measure the project’s impact in quantitative terms. A limited qualitative assessment has been possible and this is generally positive in most respects within targeted communities. Anecdotal evidence suggests that some lateral spread into neighbouring communities is taking place.

Sustainability (§ 6)

The mission is satisfied that the capacity of non-government and governmental organisations is being enhanced and important lessons have been provided. 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. Yet, it is the staff of government agencies that have been trained and there is no guarantee that they would remain at the service of the project’s communities.

There are good reasons to believe that the Farmers’ Organisations (FOs) , Federations of FOs and Agrarian Development Committees that have been strengthened by the project would continue their roles when the project is closed. NGOs consider that they could continue to provide an albeit lessened level of service, but the mission feels that most FOs would be able to fend for themselves reasonably well, and some might even be in a position to pay for services in the medium term. The NGOs themselves are likely to continue to require external support to maintain their level of service. 

Women are playing a more active role in the management of FOs, thus freeing male officers to concentrate on earning a better living for their families and lending those special female skills in the service of their fellow farmers.

Major Conclusions (§ 7)

The project is well implemented and managed and the Mission has confidence in the ability of the management and staff to implement any changes in strategies or implementation. 

The mission believes that 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 project’s entry strategy of focusing on social mobilisation and organisational strengthening of FOs, before implementing other activities has proved to be an effective mechanism and has resulted in more services being made available to a wider section of the local population. This entry approach has slowed disbursements for other activities but the rate of expenditure has picked up considerably.

The strategy of DZADP is both relevant and appropriate to the achievement of the project’s objectives and will help to sustain and build on those achievements when the project has closed.

Recommendations (§7)
In order to make rural living more attractive for young people and to avoid or at least reduce fragmentation of farms DZADP should extend its support activities to non-agricultural enterprise development. 

Some inadequacies in the baseline survey need to be rectified. Funds should be allocated to conduct a sample socio-economic survey paying attention to incremental agricultural production, new employment and incomes generated, household and production assets acquired, benefited farmers and impact on employment of resource‑poor members of the village managed by FOs. 

The mission considers it imperative that an impact evaluation survey be undertaken at project completion, before the final evaluation mission is fielded. However, there is uncertainty as to the source of funds.

All members of the selected poor communities should be targeted (including  those who are not members of FOs).

The visibility of the EU as the main financier of the project needs to be improved. Office and site notice boards and business cards of project staff should clearly state that the EU is the main financier of the project.

1. Introduction

1. The overall objective of the Dry Zone Agricultural Development Project (DZADP) is to contribute to increasing returns from Dry Zone
 (DZ) agriculture in Sri Lanka. It is funded by the European Union (EU) and implemented by CARE International UK. The total budget of the project is EUR 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 (in kind) a further EUR 2.239 million.[image: image1.wmf]
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 governmental agencies (GAs) and non‑governmental organisations (NGOs). In September 2002, DZADP expanded its activities to two additional DZ districts, Moneragala in Uva Province in the SouthEast and Puttalam in NorthWestern Province. The Project Management Unit (PMU) is based in Kandy (see map on page vii).
3. Following normal procedures, the European Commission (EC) arranged for a review of the project approximately half way through its implementation period. The purpose of this Mid‑Term Review (MTR) is to examine and evaluate the on-going activities and interventions of the project so as to determine the extent to which they are in line with the Overall Work Plan and the logical framework of the project. The MTR will also determine whether the achievements of the project contribute to the expected results and the purpose of the DZADP. its specific objectives are to assess whether:
· the proper strategies are in place for every component;

· appropriate interventions have been deployed for every component;

· the management structure is adequate and performing;

· the project staff possess the necessary skills and capacities; and

· the financial and administrative handling of the project’s funds is done according to the set rules.

4. 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 (see Annex 1 for the terms of reference). 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.

5. A team of five (two Sri Lankan and three European) independent consultants (Annex 2) conducted the review. The team started work in Sri Lanka on 20 May 2003, travelled to all four districts in which the project is being implemented and left Sri Lanka on 10 June. Information was gathered from farmers, management and staff of DZADP and CARE, officers of the various departments of the Ministry of Agriculture and Livestock (MoA&L) at national, provincial and district levels, officials of local government, other government and international agencies, non‑governmental organisations (NGOs) and consultants who have been involved with the project (see Annex 3, Mission Schedule and Methodology, and Annex 4, People Met and Contacted).

6. This report considers the 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 on the wider development of agriculture in the DZ; and

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

7. The mission would like to thank the project’s management and CARE Sri Lanka, farmers and representatives of farmers’ organisations (FOs), all officers of GoSL, NGOs, representatives of related projects in Sri Lanka 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.

Relevance of the Project
1.1 Project Background and Preparation

8. The original proposal for the project was based on a number of previous project experiences of CARE in the dry zone, including one that renovated minor irrigation systems in NorthWestern province. In September 1996, CARE undertook a Household Livelihood Security Assessment in the Dry Zone and in December 1996, drafted a concept paper, on which a project proposal, prepared in March 1997, was based. An EC mission, sent to assess the project proposal, submitted its report in July 1998. The final proposal for DZADP was submitted to the EC in Dec 1998. A contract between the EC and CARE, United Kingdom, was signed on behalf of the EC on 20 July 1999 and for CARE-UK on 1 September 1999.
1.2 Constraints Faced by Farmers in the Dry Zone

9. The climate is both the fundamental constraint and the cause of several others with which farmers in the DZ have to contend and which the project is trying to resolve. With meagre and unreliable rainfall, water for both domestic and agricultural use is scarce. The area is blessed with an abundance of small reservoirs or village tanks, many dating from ancient times, but many are in disrepair from lack of maintenance. The users of the water stored in the tanks during the Maha
 season are the farmers with land in the command areas of the tanks but they have become accustomed to the dilapidated structures of the tanks being rehabilitated by the Department  of Agrarian Development (DoAD) but that body often lacks the funds to repair all the tanks in need. This mentality of dependence on the government to solve all problems and rectify all ills pervades the rural sector, consequent on the well‑meaning but misguided policies of successive administrations. GoSL has only recently introduced policies aimed at overcoming this debilitating syndrome and the project has the same objective.

10. The scarcity of rainfall is exacerbated by unsustainable agricultural practices, which have led to degradation of the soils in the catchments of the tanks and the deposition of silt in the tanks, whose storage capacity has been reduced. The land has become less fertile, crop yields have declined, farmers have become poorer and have had to supplement their incomes elsewhere. Hence, agriculture has diminished in relevance. Rainfed farming produces only little surplus to be marketed and the marketing infrastructure is poor, marketing information is scanty and little value is added on the farm to its products.

11. Opportunities for non‑farm employment or enterprises in the villages of the DZ, especially for women and youth, are scarce and limited by the lack of knowledge and resources. Women are also denied equal opportunities with men.

12. The operation and maintenance of village tanks is supposed to be entrusted to farmers’ organisations (FO) but, partly because of the dependency syndrome, FOs are often ineffective and communities lack cohesion. Moreover, the services supporting agriculture often fail to reach these communities, partly because of their devolution to provincial and divisional levels and partly due to underfunding as a result of the government’s budgetary constraints. 

13. Although the climate itself cannot be changed, much can be done to mitigate its adverse effects. The project seeks to overcome the constraints and raise the living standards of households in the DZ with some innovative approaches. It aims to direct its interventions and services to target communities indirectly through its partners, which are both government agencies and non-governmental organisations (NGOs). The emphasis of the project is on the development of people and institutions, through training of many forms, empowerment people, and encouragement of the participation of all stakeholders at all levels, but particularly at village level.

1.3 Design

1.3.1 Components

14. DZADP has four components, as illustrated on Figure 1 and described below.

Figure 1:  Components of DZADP

Institutional Development and Organisational Strengthening (ID/OS)

15. ID/OS is engaged in capacity building of the partners of the project, in particular the government agencies (GA) and Non‑Governmental Organisations (NGOs) who assist in implementation. 

16. The ID-OS component plays the leading role (as clearly demonstrated in Year 2) in the mobilization and strengthening of farmers’ groups in the project villages, and assists them in setting up federate structures. 

17. The integration of both partners and target group in the process of participatory planning promoted by the project falls under the responsibilities of the ID/OS component, while the its staff assist in the coordination of all the partners’ activities at Agrarian Service Centre (ASC) (replaced by Divisional Secretary’s Divisions in Puttalam and Moneragala) and District levels.

Water Resources Management
 (WRM)

18. The rehabilitation of dilapidated minor irrigation systems is one of the main priorities of this component. This goes together with training and capacity building on community management of the irrigation systems

19. WRM does not limit itself to the tanks: it focuses as well on the surrounding watersheds, both of the individual tanks and of the whole cascade systems. WRM promotes sustainable methods of watershed management, wherein the local community takes a leading role.

20. This component also explores alternative means of water usage in the Dry Zone through the installation and promotion of agro-wells and the dissemination and active promotion of rainwater-harvesting practices. 

Farming Systems (FASYS) 

21. Improving the productivity of the current farming practices is the major challenge for the FASYS component. Particular focus is on sustainable agricultural techniques for soils and use of inputs. At the same time, FASYS actively promotes alternatives for the paddy-dominated cropping pattern and an integration of livestock into farming systems. A key element of FASYS is the intention that the practices and cultures promoted meet the identified needs of the local farmers.

Business Development (BUDEV)
22. The key challenge for this component is to tackle the marketing problems of farmers and promote innovative solutions and ideas in the area of business development. This includes creating alternative channels for marketing, optimising the present ones and creating the linkages that are necessary between producers and distributors. BUDEV is actively engaged in promoting and assisting small holders to become involved in agri-business, including small-scale processing and value-addition at village level. Farmers’ groups have been identified as key-players in the BUDEV component. They will be engaged in marketing activities, on a individual basis or as part of federate structures or farmer companies.

Overarching Activities

23. DZADP has identified women and youth as particularly vulnerable groups in the rural dry zone setting. The project promotes a more equal role of women in communities and a more prominent role of women in village development. A gender sensitive approach applies to all the project interventions. Therefore Gender & Youth and Development (GENDEV) is not considered a separate component of the DZADP, but overarching activities that are incorporated in all four components of the project.

1.4 The Relevance of the Components to the Achievement of Objectives and Purpose

24. The project’s (revised) objective is “To contribute to increased living standards in rural areas in the Dry Zone” and its (revised) purpose “To enhance productivity and incomes in command and catchment areas of micro tanks in a sustainable way, so creating a model that could be replicated more widely in the DZ”. The mission is satisfied that the design of the components is generally relevant to both objective and purpose, apart from the reservations expressed in ¶ 59 and 145. The mission’s view is that the objective and purpose are more likely to be achieved if the project’s focus is broadened to include training and development of both non‑agricultural and agricultural enterprises.

1.4.1 Institutional Development and Organisational Strengthening

25. The foci of the activities of this component are the partner organisations and the FOs, mainly through training and the creation and strengthening of the links between them, but also through the provision of seed funds for both institutional strengthening and income generation. Both partners and FOs for strengthening are selected by applying relevant criteria that attempt to obviate any political bias. The problems of FOs are identified through Participatory Rural Appraisal (PRA), a partner is assigned and a plan to overcome them is developed with the community. The most frequent problems of FOs that are being tackled through training include a lack of knowledge and skills in leadership, record keeping, communication and presentation, management and awareness of the new (2000) Agrarian Services Act.

26. A development that promises to empower the ability of FOs to demand services and give them greater strength in the market place, is the formation of two federations of FOs in Hambantota. One of them has an ambitious programme of current and planned activities, but they must be careful not to overreach themselves. The Agrarian Development Committees (ADC) in Anuradhapura play a similar role but, being a committee with representatives from both officialdom and FOs, it is felt that they lack the dynamism of a federation whose only concern is the interests of its members. However, even they are likely to depend on the charisma and drive of its leader(s).

1.4.2 Farming Systems Development

27. 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 organisations 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.

1.4.3 Water Resources Development

28. Both the project’s management and communities, 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.

1.4.4 Business Development and Marketing 

1.4.4.1 Business Development

29. The project has undertaken a number of interventions to support business development. As dictated by the project design these interventions have been in the area of agricultural business development and the key areas of focus have been: 

· entrepreneurship development;

· organised production and marketing;

· provision of marketing information;

· post harvest handling technology training; and

· value addition, usually by small scale processing. 
Training has been the major activity undertaken in support of all these activities. 
1.4.4.2 Entrepreneurship Development

30. The principal intervention in entrepreneurship development has been entrepreneurial training using the CEFE
 training model. This training has focused mainly on youth and women. The criteria used for selecting CEFE trainees have strongly reflected this bias. People whose primary interest is in agriculture have also been favoured.

31. Approximately 65 percent of trainees have started or expanded existing enterprises. The scale of these enterprises is typically at the micro-level. Most of the enterprises started are agricultural production enterprises and include annual and perennial crop production, and poultry and goat rearing. Some enterprises have been established and run by groups, but most are individual.

32. Taking into account other interventions of the project in support of agricultural production enterprises and the nature of most agricultural production enterprises it is the mission’s view that the CEFE training programme is not necessary for individuals whose ambition is the establishment of agricultural production enterprises.

1.4.4.3 Selection of Entrepreneurial Trainees

33. The main criteria used to used to select individuals for entrepreneurship training should identify those who possess the core business skills: focus on results, commercial skills, influencing skills (the ability to persuade or convince others), problem-solving skills and managing change. Many of these business skills are dependent on a number of personal characteristics that include personality type, role models, motivational factors and cultural differences. These are not qualities that can be easily changed and certainly not in a short training course. The purpose of entrepreneurship training is to develop skills people already possess, not to impart new ones. Interest in establishing an enterprise (regardless of the type), willingness to assume the risk associated with enterprise development, general attitude and initiative should be assessed. Gender should be neutral.

34. The CEFE training approach is appropriate for developing these skills, particularly when some confidence building is needed and where the trainee group members vary in age and some other characteristics.

35. To date the selection criteria used in the project have had much more to do with other agendas rather than identifying individuals who would be most likely to succeed in business. 

36. The selection criteria should be modified. It is recommended that a small group composed of representatives from a rural bank (e.g. one of Sanasa, Samurdhi, or Janashakti Bank), a commercial bank (Peoples Bank), Chamber of Commerce (Hambantota or Moneragala), DZADP Business Development Co-ordinators and the Sri Lankan – German CEFE programme prepare new selection guidelines. 

37. DZADP’s policy of biasing training in favour of particular age or gender groups would be better realized using a quota system after the potential trainees have been identified rather than the present system because many of the young and female trainees selected are unlikely to be the best choices. 

38. CEFE is a relatively expensive training programme and, for budgetary reasons, only relatively few individuals can be trained (at most one member from 10 percent of target households). Because of this, it is particularly important to target resources more carefully. The CEFE programme currently offer 15 different modules. When a group of trainees is selected, the most appropriate module should be chosen for use in the training. 

39. If DZADP establishes a good reputation for the selection of trainees based on sound business principles, project‑promoted trainees are likely to be regarded in a more favourable light by financial institutions. 

1.4.4.4 Technical Training

40. Technical training has been given in institutions including the Post Harvest Technology Institute (PHTI), Anuradhapura, and The Cathy Rich Memorial Food Processing Centre in Hambantota. Follow up by PHTI indicates that only 10 percent of trainees have applied these new skills in enterprises. Trainee selection needs to be reassessed to ensure that those selected already have well‑developed business ideas.

1.4.4.5 Follow-up Activities

41. Regular follow-up of trainees is an important part of business development. Business counselling is particularly important, especially to help businesses that might have difficulties. This has been recognized by DZADP and a number of NGOs have received training and been contracted to conduct these follow-up visits. Ideally, follow-up should be continued for three years, the so-called ‘valley of death’ when most business failures occur. 

42. Good business counsellors should have certain characteristics that often differ from those possessed by people who are good at community mobilisation and similar activities. This should be taken into account when selecting counselling trainees. The quality of follow up activities needs to be monitored and the standard of counselling assessed. The format of NGOs’ reports needs to be standardised and a sensible but useful level of detail needs to be included. In general the quality of information being provided needs to be improved.

1.4.4.6 Organised Production and Marketing 

43. DZADP has created a great deal of awareness among FOs and farmers of the benefits of organised marketing (OM). OM activities include the marketing of farm produce and organising the supply and sale of agricultural inputs to FO members and non-members. Awareness training, technical training, and situation analyses were conducted for farmer leaders and members of FOs. Cross visits to other FOs and visits to market centres were also conducted. As a result, a number of FOs have become involved in organised marketing activities.

44. There is a common perception that traders often exploit farmers’ weakness in the market place and that if these middlemen could be removed from the market chain, farmers would be better off. However, a free-market system cannot operate effectively or efficiently without the participation of market intermediaries, (aka middlemen). They perform functions and provide services, and while it might be possible to eliminate them, it is not possible to eliminate the functions or services they perform. Any system that replaces middlemen must perform these functions better or there is no gain. FOs lack the capacity to take over most of the functions or services performed by market intermediaries and are unlikely to develop it for a long time. 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 existing market channels and promote 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. 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. Small-scale traders often live in the villages and are usually farmers too, so they might be persuaded to join FOs and provide them with marketing services.

45. Organised marketing activities can contribute much to improving the marketing of agricultural produce. Identifying and establishing linkages with reputable traders, organising assembly and transport of produce, coordinating production, procurement and supply of inputs, dissemination of marketing information and facilitating marketing agreements are all areas where OM activities are likely to make the greatest impact in the short to medium term. All these activities have been supported by the project.

46. The Dambulla Economic Centre is a major resource for both Anuradhapura and Puttalam Districts. The Dedicated Economic Centre at Embilipitya, in Ratnapura district,  also serving Hambantota and Moneragala, has only been established recently and so far has made little impact on marketing in the area. It is too early to say whether it will develop like the Dambulla Economic Centre. In the short to medium term, producers in Moneragala and Hambantota will have to rely more on the traditional weekly fairs that are held around the districts. DZADP has established a number of links with commercial companies including YOBECDA and members of Hambantota District Chamber of Commerce and Industry (HDCCI). These links have the potential to deliver substantial benefits to farmers but they have specific requirements as regards quality, quantities and delivery schedules and prices are sometimes fixed within a certain range. This is particularly the case with processors. If farmers are to take advantage of these channels they must have the necessary discipline and acquire the technical knowledge to meet the market’s requirements. Where market agreements are entered into, it is imperative that there is a good match between both parties. FOs have a major role to play here and the continued promotion of OM activities by DZADP will make a major contribution. 

1.4.4.7 Input supply

47. The second major OM activity of a number of FOs has been in the supply of inputs to members and, in some cases, non-members. Making good quality agricultural inputs available at reasonable prices is an important development. Inputs are not often available at village level and when they are, prices are usually higher than they need be. By arranging bulk purchases, FOs could also reduce prices. FOs should also realize that there are costs in doing business and these must be fully covered by the margins they charge. These costs will include among others, staff payments, provision for bad debts, interest and overheads.

1.4.4.8 Marketing Information

48. DZADP is promoting a marketing information system in the villages through awareness training. The information being provided includes:

· weekly price information from a number of major market centres;

· information on seasonal price patterns; and

· information on quality and market outlets.

49. A distinction should be made between ‘market’ information and ‘marketing’ information. Market Information is seen as providing full awareness to all parties of prevailing market prices and is frequently referred to as price information.

50. Marketing information will give information on such items as commodities in demand, marketing channels, quality requirements, packaging, seasonal price trends etc. i.e. providing information on how to market products. It may also include market information. Marketing information is used more at the planning stage and would not normally be disseminated on a regular basis at harvest time, as would be the case with market information.

51. Marketing information, as opposed to current price information, is an essential tool in good farm planning and it is difficult to envisage a successful crop diversification programme or the development of a good farming systems approach that is not based on a good quality marketing information system. These can be a great aid to farmers in planning their cropping calendar. This, together with information on commodities in demand, varieties, quality requirements, market channels and other marketing information can be extremely useful and is much easier to disseminate. The DZADP marketing information system should be continued and the range of information widened. When deciding to lay out demonstration plots, marketing information should be gathered and included in farmers’ field days, so reinforcing the concept of market‑led production.
1.4.4.9 Price Information 
52. The theoretical justification for price information systems is to take advantage of opportunities for:

(a) Spatial arbitrage (the process of exchange of commodities with the objective of taking advantage of price differences between different market centres that exceed transaction costs); in practice large traders are the entities most involved in spatial arbitrage and especially when these market outlets are separated by large distances; opportunities for small scale producers to take advantage of spatial arbitrage are rare; to be useful the information must also be very up‑to‑date and be available on at least a daily basis; and

(b) Temporal arbitrage (changing the time when product is brought to market i.e. storage) while also a theoretical justification is not so important, especially for perishable horticultural products.
The price information system being operated in the project area gives prices on a weekly basis.

53. The history of price information systems must also be considered. An FAO survey concluded that most price information systems, which are usually established with donor funding, failed when donor support was withdrawn. It is unlikely that the project area would be an exception. No mechanism has been identified which would be likely to ensure sustainability. Prices are also broadcast over the radio and while there are some weaknesses in these radio broadcasts they are likely to be at least as useful as the prices distributed by the project’s MKIS system. 
54. While, in theory, the provision of an effective price information system is potentially useful, in practice it is both difficult and highly unlikely to be sustainable. Although it provides interesting and potentially useful information, the present price information system suffers from a number of drawbacks. The information is supplied weekly and is therefore out of date when it reaches the villages. Dissemination to remote areas is still a problem. 

55. The organised marketing activities being conducted by FOs following training programmes sponsored by the project are resulting in improving linkages between producers and traders, and price information is being collected by representatives of the producers when they bring produce to markets. Information collected in this way is much more likely to be sustained and to prove much more useful.
56. On balance, the mission’s recommendation is that the dissemination of weekly price information should be discontinued, or at least no major efforts should be made to develop it further or to sustain it.Relevance to Needs of Identified Beneficiaries

57. Notwithstanding the above, the design of the project is not wholly relevant to the needs of all the identified beneficiaries. They are farm households practising rainfed cropping in the upland
 or catchment areas of minor or micro tanks
, and those cultivating irrigated land in the command areas of the same tanks. Cultivators of rainfed farms can mostly be classified as “resource poor”. Their land is usually degraded by erosion, over-cultivation and inadequate replacement of soil nutrients. In times past the land was subject to chena (shifting) cultivation, which allowed regeneration of soil fertility during fallow periods. Under population pressure, rainfed land is now usually cultivated in every Maha season.
58. There is potential to increase the productivity of rainfed areas by introducing techniques and crops that help to protect and conserve soil and water, such as contour bunding and mulching, and a switch to higher-value crops and from annual to perennial crops. The productivity of command areas of minor tanks is often constrained by dilapidation of tanks and the consequent inadequacy or complete absence of water for irrigation. The project aims to meet the needs of farmers in these areas by rehabilitating tanks and by encouraging them to grow crops with both a higher value and lower water requirement than paddy, the traditional irrigated crop under the tanks.
59. Experience shows, however, that households cultivating land in the rainfed areas, with unreliable rainfall and a serious risk of poor yields or even crop failure, earn a substantial part of their incomes from off‑farm employment or enterprises. Yet, 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. The retention of increasing numbers of young people in farming only leads to fragmentation of land holdings and reduced average farm size. The effect of this is to diminish opportunities for commercial farming and lead increasingly to more subsistence farming, thus reinforcing poverty.
60. The mission believes that 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 needs of the resource‑poor would be better met by broadening the scope of the project from solely agricultural development to include non-agricultural enterprises and employment. The Terms of Reference (ToR) for the mission suggest that the project might give priority to the promotion of “rural development”. However, that term implies to the mission the inclusion of such interventions as infrastructural development and the provision of credit, neither of which it is recommending, so the mission prefers not to use it.

61. On the other hand, the mission believes that the project should promote the commercialisation of agriculture with measures to enhance productivity of land, labour and capital. It should encourage changes to cropping patterns with the introduction of high-value crops in irrigated as well as rainfed areas, and the amalgamation of holdings to facilitate mechanisation and achieve some economies of scale. An essential corollary of the commercialisation of farming is the provision of employment or self‑employment opportunities outside farming for rural dwellers who are unable to make an adequate living from farming or who prefer not to farm, especially the landless and marginal farmers, women and youth.

62. Although women are actively involved in agriculture, often in the absence of their spouses working elsewhere, their access to extension and other services is poor. DZADP seeks to empower female farmers through gender sensitive service delivery and by involving women in all the project’s activities. Youth
 unemployment is a serious problem in the DZ so the young are a special focus of the project.

63. DZADP’s vision of empowered FOs or community‑based organisations (CBOs) in some areas, working closely with NGOs and GoSL agencies, seeking opportunities to optimise the development of the rural economy and minimise the dependence mentality, is promising though challenging. It is playing an important role in introducing participatory methods, e.g. participatory rural appraisal (PRA), at the village level to ensure that the communities’ needs can be better identified and met. Partnerships between FOs and both government agencies (GA) and NGOs are fostering this process and they are being shown to be a successful way to extend services to resource‑poor groups. The purpose, approach, mode of execution and participating institutions remain relevant.

64. FOs are effectively the engines of growth in project‑supported villages and conduits for the transmission of services to members. Before the project, the membership of FOs was mostly confined to farmers of command areas since the chief function of the FO had hitherto been the rehabilitation, operation and maintenance of the village tank. The project is strengthening FOs and widening both the scope of their activities and their membership as they become more attractive. Nevertheless, many farmers, especially those in the upland areas, remain outside the FOs, some claiming that they are unable to afford the joining fee. The challenge for the project is to ensure that farmers in the catchment areas of village tanks are brought into the fold of development so as not only to improve their own lot by increasing productivity, but also to help to conserve soil and water for the sake of the long‑term operations and maintenance of the tank, and the provision of adequate water for irrigation in its command area. FOs need to be encouraged or cajoled into attracting more upland farmers to join them with a range of services that meet their needs. However, lest some resource‑poor farmers, especially those farming solely in the upland area of a village, decline to join the FO, they should not be denied the project’s benefits for that reason alone, provided s/he lives in the village. 

1.5 DZADP's Strategies to Achieve its Objectives

1.5.1 General

65. The overall strategy of DZADP, as defined in the Overall Work Plan and consecutive Work Plans, is still valid. It has two corner stones:

· Indirect Service Delivery; and 

· Human Resources Development

66. The project reaches out to beneficaries through partner organisations, which also serve as support agencies for the farmers. Those partner agencies take the lead role in the implementation of the activities of the project. They work in the first place together with organised farmers’ groups in the villages, and their intreventions are aimed to build and enhance the skills and capacities of the groups and their members. 

67. The staff of DZADP support the partner organisations and provide the resources and conditions for them to work with farmers’ groups. The staff also provide capacity building and institutional support directly to the partner organisations.

68. A third component of the DZADP strategy, Empowerment and Self Help, is aimed directly at the beneficaries. The interventions of the project, through the partner organisations, upgrade the organisational structures in the villages and the ASC, and aim to result in stronger and more outspoken farmer groups. They should be able to articulate their needs and rights to the support agencies in a comprehensive and decisive way, opening the way for a service delivery system which is no longer supply driven, but responds to the demands and needs of farmers. 
1.5.2 Indirect Service Delivery

69. DZADP is identified as an ISD project, i.e. implementation is routed through partners
, which are responsible for the delivery of the services to the target group. 

70. The project focuses on improving the capacities of partners to ensure that they would be able to deliver services to the target group according to the standards, timeframe and objectives of DZADP. This capacity building consists of technical, material and training. In the project’s concept of partnership, a common mission and set of objectives are crucial, together with a mutual input of resources. 

71. There are three types of partners:

· GAs attached to the MoA&L and other related line agencies involved in agricultural development; 

· NGOs active in the district and/or project areas; and

· private sector agencies.

72. IDS has the advantage that a much wider group of beneficiaries can be reached through the interventions. IDS offers opportunities for a sustainable impact. The organisations trained, whose capacities are strengthened, should remain active in the project areas, extending services after the duration of the project.

1.5.3 Human Resources Development 

73. DZADP puts heavy emphasis on human resources development (HRD), first at the level of the partners. The priority is to develop the necessary skills and attitudes among the staff of support agencies rather than to provide them with financial resources and working materials. 

74. The same approach is applied to beneficiaries. that is to strengthen their capacities and upgrade their technical and managerial skills in agriculture. Another priority is to encourage and strengthen beneficiaries sense of community awareness and group cohesion. Working in an organised structure (at village level, later at ASC level), is one of the most promising ways towards a sustainable development. In this process, the main role of DZADP is to work on the human resources side and, by means of training, demonstrations and cross learning, achieve the goals. 

75. Material inputs and financial assistance play a role in this process as well, but are limited in extent and importance. 

1.5.4 Empowerment and Self Help

76. Empowerment is another crucial aspect of the strategy. Promoting communities and partners to develop their own ideas and concepts and providing the necessary environment where these ideas and concepts can blossom, is a critical condition to ensure the sustainability of the interventions. Services will only be demanded effectively if FOs become strong, independent organisations that can formulate and promote the needs and rights of their members.

1.5.5 Relevance of Strategy

77. The mission considers that the strategy of DZADP is both relevant and appropriate to the achievement of the project’s objectives and will help to sustain and build on those achievements when the project has closed.

1.6 DZADP’s Design and Logical Framework

78. 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 Workplan 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. 

79. The mission, with the concurrence of the PMU, proposes to revise the wording of the project’s objective from, “To contribute to increased returns from Dry Zone agriculture in Sri Lanka” to, “To contribute to increased living standards in rural areas in the Dry Zone (DZ)”. By so doing, the emphasis would be shifted from solely agriculture to the development of income‑generating enterprises, both agricultural and non‑agricultural. By changing the project’s original LogFrame purpose, “16,000 farm households in four dry zone districts sustainably increase productivity and net incomes” to, “To enhance productivity and incomes in command and catchment areas of micro tanks in a sustainable way, so creating a model that could be replicated more widely in the DZ”, the project’s interventions would embrace both rainfed and irrigated farms and both agricultural and non‑agricultural enterprises.

80.  Amendments are also proposed to the expected results so that they more accurately reflect the objective and purpose, and proposed activities to achieve those results are added in a revised LogFrame that is presented for consideration as Annex 6. The former Expected Result 6 which read, “Agricultural incomes in the project areas increased in real terms against baseline, especially the incomes of women and youth” is excluded and the aim to give women and youth equal opportunities is incorporated in expected Result 1, which now reads, “Farmers’ Organisations (FOs) are identified, mobilized and strengthened, with increased participation of women and youth, to enable them to act as proactive & effective conduits for the delivery of services to their members by GoSL agencies and NGOs as development partners”.

1.7 Services to Agriculture in Sri Lanka

81. The provision of services to agriculture is blighted by the plethora of ministries and government departments dealing with different aspects of agriculture, in the broadest sense, and land use. The recent absorption of the Ministry of Livestock within the Ministry of Agriculture has, in principle, simplified the structure. There still remain, however, separate ministries for irrigation, plantation industries, rural development and land, while changes and reallocations of functions have taken place with bewildering frequency so it is sometimes hard to know which ministry deals with what topic.

82. Fortunately for the project, it has just one ministry to deal with, MoA&L. The functions and services of that ministry are devolved and are handled by provincial councils and, through them, divisional secretariats (DS), while the central ministry acts in a planning, co-ordinating and monitoring role (organigram at Annex 10). There are separate departments at provincial and divisional levels for agriculture, animal health and production, and agrarian development. The Departments of Agrarian Development (DoAD) operate several Agrarian Service Centres (ASCs) in each district, at roughly the same frequency as, but not always coinciding with, DS divisions. 

83. The frontline workers of the DoA are the Agricultural Instructors (AI). In the past, AIs controlled extension workers under the now defunct Training & Visit system, but the AI now has to meet the needs for advice of about 2,000 farmers, a task that is impossible to fulfil effectively. ASCs are responsible for minor irrigation systems and provide engineering technical services for the repair, rehabilitation and the operation and maintenance of tanks, as well as other advisory services through Agriculture Production and Research Assistants (AP&RAs). AP&RAs are responsible for some 200-400 farm households on average through FOs. They are political appointees and have no formal training in agriculture. Their time is being shared with the DoA and there are plans to provide them with some basic training in agriculture. 

84. Hence, the availability of technical advice to farmers is meagre and rudimentary at best. Some privatisation of agricultural extension is taking place on a pilot basis and it is hoped that farmers will in due course be willing and able to pay for a private service, but it is likely to be some time before members of the project’s beneficiaries could afford to pay.

85. The beneficiaries of the services of DoA tend not to be the resource‑poor members of farming communities. Thus there is a possible conflict between the interests of DZADP that targets the resource‑poor who are mostly upland rainfed farmers as well as farmers in the command areas of village tanks and DoA. However, this problem, if it ever was one, seems to have been resolved at field level by virtue of the role of FOs in channelling services to their members.

1.8 DZADP and GoSL’s Agricultural Research and Extension Services

86. The effectiveness of agricultural research and extension services has unfortunately been adversely affected by GoSL’s apparent lack of focus and policy switches, exacerbated by a high frequency of reorganisation and staff rotation. Consequently, it has not yet succeeded in building more effective partnerships with the many stakeholders in rural development.

87. The devolution of the responsibilities for agricultural research and extension services to provincial and divisional government have has merely decentralised the problems and limited capacity previously faced by GoSL and these services still fail to generate agro-technology that addresses farmers’ felt needs. The Government, however, emphasises the importance of more participation by local communities in the planning and execution of extension programmes and adaptive research. The Government states in its Poverty Reduction Strategy (December 2002) that the private sector needs to play a far greater role in agricultural development, and agricultural extension needs to become self‑financing. 

88. Due to their limited capacity to reach out to all farmers, extension staff of provincial departments of agriculture (DoA) tend to target their services towards the more progressive, better‑off farmers. DZADP has, however, made commendable efforts to target the resource‑poor farmers through existing institutional structures at community or village level. The project has developed a comprehensive training programme that includes a Farming Systems component, based on priorities and problems identified by members of FOs during PRA exercises. 

1.9 DZADP and GoSL’s Development Policy

89. DZADP responds directly to the needs of the poor in the DZ and to GoSL’s goals in its recently announced agricultural policy
 to reduce poverty, increase the productivity of agriculture (including livestock), and increase self‑reliance, remove the dependency of farmers on the government, and promote the commercialisation of agriculture by attracting capital, management and technological skills and resources that are present in the large-scale private sector. 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. GoSL encourages small‑scale, low-income farmers with limited land holdings to diversify production and cultivate high‑value horticultural crops, rear livestock and produce fish, and add value to their products on farm.

90. The new agricultural policy (op. cit.) puts strong emphasis on protecting soil from erosion and conserving soil fertility, and on protecting water catchments so as to conserve water and maintain or increase land productivity. It proposes to make soil conservation measures compulsory on upland cultivated areas and on slopes and to mobilise the resources to help farmers to ensure that they have the knowledge and means to comply.

1.10 DZADP and Other Projects in the Dry Zone Agricultural Development Sector

91. DZADP has adopted a different approach to the development of agriculture in the DZ from that of the several other foreign‑funded projects with similar objectives. The major difference, which lends itself to the other differences in approach, is that the project is being implemented by a major international NGO, CARE International (through CARE-UK and CARE-Sri Lanka). This has allowed the project to forge partnerships, supported by Memoranda of Understanding (MoU) with and between agencies of GoSL and local NGOs for the provision of services to beneficiary communities. In other foreign‑funded projects, especially loan projects, line agencies of either national or provincial government normally implement the components of projects directly under the oversight of one national ministry as executing agency, with a project management unit (PMU) taking a coordinating role in multi‑component projects when more than one line agency is involved.

92. The management and staff of the project have no direct role in field level activities but limit themselves to an overall management, facilitation and coordination one. The service providers channel their services through FOs to their members in the villages chosen for intervention. DZADP staff, however, have made commendable efforts to build the capacity of both farmers and providers of rural development services. This approach offers opportunities for sharing important lessons with other projects and government agencies.

93. Eight foreign‑funded projects with agricultural or rural development components are being implemented in the DZ (details in Annex 8) and two others that have closed recently are relevant. Another, in IFAD’s pipeline and in the process of formulation, is of interest, because it will initially be implemented in two of the same districts, Anuradhapura and Moneragala as DZADP, and will probably have similar intended beneficiaries, objectives and methodologies to those of DZADP.

1.11 DZADP and Poverty

94. DZADP has selected four districts in the Dry Zone with high poverty levels and is directly targeting the resource poor in villages. 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 targeting farmers in the command areas since it is rehabilitating tanks and improving the management of water resources.

95. 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).

96. Other factors that contribute to the under-development of agricultural are limited access to extension services, poor soil and water management practices, limited on-farm addition of value to crop and livestock products, and lack of access to investment finance. 

97. Thirty to forty percent of the people living in the project areas have an income lower than 3,500 Rs/month
. The project targets them through existing organisational structures and is looking for ways to involve the resource‑poor farmers.

1.12 DZADP and Gender Issues

98. 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.

99. Sri Lanka has faired poorly to date on the UN’s gender empowerment index (GEM). The level of economic and political decision-making power enjoyed by women compared to men is only 31 percent and is lower than average for all developing nations (37 percent). Women are particularly under‑represented at senior levels of the Government and civil service, albeit that the President is female. Although considerable efforts have been made to mainstream gender considerations in public policy and planning purposes, few government agencies explicitly include a gender perspective in their poverty reduction plans.

100. 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 government 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. The project employs a Gender Coordinator to ensure the mainstreaming of gender issues into policies and planning of both DZADP and partner organisations.

1.13 DZADP and the Natural Environment

101. 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, exacerbated by 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. For example, the command area farmers of one FO have leased their tank for fish production to the catchment area farmers and extend their support to upland farmers to protect and conserve the catchment area with an agro‑forestry crop diversification programme.
1.14 Proposed Expansion to the North

102. The mission was asked to consider and comment on a proposal for the project to respond to the ongoing peace process following the cease‑fire in hostilities between the LTTE and GoSL. Surveys have shown that the immediate needs of farming communities in northern districts are:

(a) input supply;

(b) accessible and readily available credit; and

(c) a start to rebuilding infrastructure and human capacity.

103. An extension of DZADP as it is being currently implemented would not respond to the those needs. However, since the expansion is unlikely to begin until about two years after the cease-fire it would be clearly too late even to attempt to meet them. Fundamental long-term development as envisaged would therefore be appropriate (see Annex 13 for the full comment and recommendation).

104. The mission endorses the proposal with the proviso that the formulation of a follow‑on project with considerably greater scope would be started as soon as possible so that the expansion could be widened before or on the closure of the original expansion. Otherwise, little would be achieved and the expansion would be little more than a token gesture by the EU towards redevelopment of the North after the conflict.

105. Provided that a needs assessment or survey shows that there is a critical mass of communities that meet the selection criteria for DZADP and there is no overlap with project(s) of other agencies with a similar objective and scope, the mission recommends that the expansion would best be limited to a maximum of two areas (clusters of villages) in Mannar or Vavuniya districts so as to:

(a) facilitate back-stopping from the DZADP office in Puttalam (whither the staff from the Anuradhapura will be moving when operations in Anuradhapura have wound down);

(b) reduce travelling time between project sites; and 

(c) avoid a wide dispersion of benefits, and enhance the project’s visibility and the chances of spontaneous replication in villages neighbouring the project sites.

Efficiency of Implementation

1.15 Project Management

106. In the mission’s view, the project is exceptionally well led and managed. The management is intuitive and responsive to circumstances and developments. It benefits from the experience and knowledge of the staff of CARE’s country office, both in Sri Lanka and elsewhere. This office also provides important services in accounting, monitoring and evaluation, and general backstopping. The structure of management is conducive to information flows and coordination of activities. The PMU is centrally based in Kandy, between the tow main project areas to the North and South, thus enabling the PMU‑based staff ready access to the field offices in Anuradhapura, Puttalam, Hambantota and Moneragala. The Team Leaders in Hambantota and Anuradhapura are also in charge of activities in Moneragala and Puttalam respectively, thus ensuring continuity of approaches. The staff has a low rate of turnover, is performing satisfactorily, and there seem to be few, if any, weak links.

107. An important change in the approach being adopted in the two new districts, Puttalam and Moneragala, is that the Divisional Secretary‘s (DS) Division is being used as the basis for the project areas rather than the ASCs. This is a logical step in that it brings the project’s interventions more into line and enables better liaison with the GAs at divisional level. The DS him/herself is drawn into the decision‑making process and is being involved more closely in the project’s activities in the division, to the benefit of the communities targeted by the project.

108. The budget for the expatriate Project Director (PD) will be fully spent in August 2003 and the present PD is expecting to leave then. He is an effective PD and he would be missed, but the project could continue effectively with a local PD unless it is expanded to the North. In that case, it would be highly desirable that the PD continues to be an expatriate, if only because s/he would be an ethnic neutral, but also because there are likely to be several complications that might require the combined wisdom, experience and skills of an expatriate PD and a local Deputy PD.

1.15.1 EC’s Procedures

109. Project activities are implemented according to the normal regulations of the EC, and strict interpretation of procedures can sometimes delay and hinder progress. 

110. The start of the social mobilisation programme in Phase II districts was delayed because progress was much slower than anticipated in Phase I districts and the social mobilisation programme had to be adjusted for Phase II. This resulted in costs higher than Euro 12,000 so tendering was required to award a contract to service providers to undertake the programme. DZADP’s management acknowledges that it failed to anticipate the budget increase in time. However, the mission also understands that local communities cannot be forced to follow social mobilisation processes according to a strict plan.

1.15.2 The Project’s Processes

111. In the opinion of the mission (and of most its many respondents) little needs to be changed in the way that the project conducts its operations and activities. Recommendations are made throughout this document for small changes that are thought would be beneficial, but a radical overhaul is not called for.
1.15.3 Monitoring and Evaluation

112. The project has a variety of monitoring tools but, as yet, no quantitative evaluation has been possible. 

1.15.3.1 Baseline Survey

113. The cornerstone of the M & E system is, or should be, the baseline survey. It should establish the basis against which the impact of the project could be evaluated, the situation with regard to such variables as incomes, cropping patterns, employment and unemployment, enterprises, demographics, etc. that existed before the project. A baseline survey was conducted for the project in July and August 2000 in Anuradhapura and Hambantota districts. The mission found the Baseline Report
 wanting in some respects. Much of it is unclear to non‑statisticians, even to some mission members who have studied statistics. What practical use is there, for example, as in Table P1.7 on p.16, for a “5 percent Trimmed Mean” and is it necessary for statistics (without a unit of measurement) to be quoted to 4 (four) places of decimals? The mission questions the usefulness of the baseline survey as the basis on which to measure the impact of the project.

1.15.3.2 The Logical Framework

114. As a management tool, the LogFrame should help projects to plan and monitor its progress against benchmarks and targets in a hierarchy of objective, purpose, expected results, verifiable indicators (or targets) and activities to achieve those results. The project’s management was somewhat hamstrung because the original LogFrame with which they had to work mixed purpose and targets, was short on targets, and lacked any activities.

115. The baseline study produced zero values for the logframe indicators. Indicators were developed to measure project results for the mid-term and final evaluation. 

1.15.3.3 Progress Reports

116. The project produces comprehensive and informative progress reports every six months.

1.15.3.4 Qualitative Assessments and Case Studies

117. A number of useful qualitative assessments and case studies, but no quantitative assessments, have been conducted.

1.15.3.5 Measuring Inputs and Outputs

118. The Annual Work Plan (AWP) of the project effectively sets annual objectives and expected outputs and describes the inputs needed to achieve them. The project’s semi‑annual progress report present a comprehensive review of the extent to which they have been achieved.

1.15.3.6  Measuring Outcome or Effects

119. The project has no means by which to measure outcomes in quantitative terms but they are assessed and, again, are reported in semester progress reports.

1.15.3.7 Measuring Impact

120. The project’s impact could be measured to some extent by reference to the results of the baseline survey and by the application of zero value logframe indicators, but only if an evaluation survey is conducted to ascertain the current situation “with-project”.

121. Client perception surveys are employed and but only present an incomplete picture and only in qualitative terms.

1.15.3.8 Fora for Monitoring Project Activities

122. The project has established steering committees at national and district levels, on which the main stakeholders are represented, to both approve AWPs and monitor progress. They seem to be effective with committed members.

123. Within each ASC division (in Hambantota and Anuradhapura) there is an Agrarian Development Committee (formerly Council) on which sit representatives of Farmers’ Organisations (FO), local government, NGOs and GAs concerned with agriculture. At their monthly meetings, plans are discussed and approved, problems resolved, and progress reports reviewed.

1.16 Finance and Administration

1.16.1 Contractual Compliance

124. CARE has complied with the requirements of its contract with the EC by obtaining approval for the Overall Work Plan (OWP) and Annual Work Plan (AWP) for FY 1, from the National Steering Committee (NSC) who forwarded them for the EC’s approval (date unavailable). CARE furnished the bank performance guarantee prior to receipt of the first fund transfer by the EC in May 2000. AWP 2 (approved by NSC in October 2000), AWP 3 (approved in November 2001) and AWP 4 (approved in November 2002) were similarly submitted to the EC through the official channels.

1.16.2 Funding Arrangements

125. Funds for DZADP are routed from EC, Brussels, through CARE‑UK, which may retain a small portion to meet service costs, to CARE‑SL. CARE‑SL holds them in a common bank account with funds for other EC projects implemented by CARE. Any interest earned from DZADP’s balances is not accounted for separately. The cashbook is analysed separately for DZADP’s receipts and payments. CARE has been advancing its own funds to the DZADP because of delays in fund transfers by EC. The contract for the award of the grant requires the beneficiary (CARE‑UK) to open a specific bank account where it has its main office (London), and another special account in Sri Lanka. These bank accounts are to be used exclusively for the project funds. Any interest earned from the funds must be accounted for separately and reported to the EC, which may give permission for it to be used for the project. CARE should, therefore, immediately open a separate account in the bank unless they receive a variation order from the EC.
126. Delays in fund transfers by EC means that CARE has to lend its own or funds borrowed from other projects or its headquarters to meet the project’s expenditure and has incurred interest charges. The contract with CARE allows for an advance of 80 percent of the AWP budget, with advances normally made every six months (refer to Annex 11, Table 3).

1.16.3 Financial Progress.  

127. The total amount transferred to CARE by the EC is EUR 2,450,272. The last receipt was in April 2003 when EUR 834,811 was received. (refer to Annex 11, Table 1).

Table 1:  Cumulative Actual Receipts and Expenditure to end February 2003 and Receipts and Estimated Expenditure to end FY 4 (August 2003), FY 5 & FY 6

	Item
	Actual to Feb ’03 (EUR)
	% of total Budget
	Estimated to Aug ’03 (EUR)
	% of total Budget
	Estimated

	
	
	
	
	
	FY 5 (EUR)
	FY 6 (EUR)

	Expenditure
	1,994,522
	42%
	2,677,213
	56%
	1,220,000
	880,000

	Receipts from EC 
	1,612,461
	34%
	2,450,272
	51%
	
	

	Deficit funded by CARE 
	382,061
	
	227,000
	
	
	


128. The mission considers that the rate of disbursement is satisfactory in view of the fact that field implementation activities did not begin until after the project director took up duties in March 2000, and that the first EC cash transfer of EUR 800,000 was received in May 2000. The project management is confident that all funds will be spent by the end of the project; expenditure has accelerated in years three and four. The mission agrees with this assessment provided the proposed reallocations that are to be submitted by the PMU and CARE are approved by the EC.

1.16.4 Use of Assets 

129. Three of the five vehicles procured by the project using EU funds are broken down and are considered to be beyond economic repair. This is causing serious logistical problems for the project so it is seeking permission to dispose of them. CARE has been substituting its own vehicles in order to maintain project activities. It is recommended that the three project vehicles referred to be sold and that vehicles should be hired and charged to the running costs budget.

130. Other assets are performing satisfactorily.

1.16.5 Staffing and recruitment

131. The recruitment of local staff by CARE followed the EC’s guidelines for the procurement of services. Staffing is effective and relevant to the project’s implementation activities. The use of the common services of CARE to projects it implementing is yielding economies in field operations and maintenance of offices.

Table 2:  Number and Location of DZADP Staff

	Location
	Cadre
	Status May 2003

	PMU Kandy
	6
	6

	Anuradhapura
	13
	12

	Hambantota
	13
	13

	Moneragala
	3
	2

	Puttalam
	3
	3

	Total
	38
	36


1.16.6 Issues Concerned with Finance and Administration

132. A number of issues have come to the attention of the mission.

(a) Proposed re-allocation of funds between budget line items. The project’s management is seeking approval to reallocate funds between some budget lines, without changing the total budget. It is proposed to increase the budget for the Works (village tank rehabilitation, water resources improvement) and the complementary Training budget line items. These will be financed by expected under-expenditure on Travel, Running Cost and Farmer Mobilization budget lines. Various alternative reallocation scenarios were submitted to the mission, but CARE officials told the wrap-up meeting on 9 June 2003 that the PMU and CARE are in the process of examining the reductions after which a reallocations application will be submitted to the EC. One factor that would need to be taken into account is that if the EC approves the additional post of Training Coordinator which is being requested, provision would need to be made in the Staff line item. No adverse consequences from this reallocation are foreseen. Subject, therefore, to FOs making acceptable arrangements for the operation and maintenance of village tanks, the mission recommends approval of the proposed reallocation.

(b) CARE is also proposing to reallocate some of its counterpart contribution as follows: Allocate EUR 133,000 to Works and EUR 182,000 to training (there was no allocation for these in the original budget), to increase the allocation to Materials and Equipment by EUR 14,000 and to allocate EUR 21,000 to information and EUR 32,000 to Monitoring and Evaluation. CARE proposes to finance this by reducing the allocation for Technical Assistance by EUR 68,000 and Running Cost by EUR 314,000. The total counterpart budget of CARE remains unchanged at EUR 942,000. The mission cannot make a recommendation as there was no provision in the contract for a counterpart contribution by CARE to Works and Training, so it would lead to a jointly funded programme.

(c) Partners’ Counterpart Contributions. The estimated counterpart contributions of the implementing partners is considerably less than budgeted. The mission agrees with the project’s management that the value of the actual contribution is much higher. The mission also agrees that it would not be cost-effective to calculate the contributions more accurately. The actual contribution is likely to fall some way short of that budgeted, perhaps 50 percent. To date the NGOs have not given any estimate or details of their financial contribution to DZADP, therefore no value of their contribution had been included in the project’s financial progress. The PMU reports that research and training institutions do not have the financial resources to contribute to extension programs. These reduced contributions will have contributed in some measure to the need to increase the training budget. 

Table 3:  Comparison of Estimated and Budgeted Contributions of Partners

	Partner
	Estimated to date (EUR)
	Total budgeted (EUR)

	MoA&L
	5,748
	1,105,000

	NGOs
	Not provided
	77,000

	Research & Training
	Nil
	13,000

	FOs
	195,000
	2,149,000


(d) On a random visit to a progressive FO an erroneous cash book entry was detected. A receipt from DZADP was understated although the bank savings passbook recorded the correct sum deposited. The bookkeeping was unsatisfactory. FOs should hire a competent person to maintain FO records and accounts. The DZADP should advise each FO to hire a competent person to maintain the cashbook, registers and other records. FO expenditure and record keeping should be monitored. To maintain transparency, records should be published among the membership. 

1.17 Institutional Development and Operational Strengthening (ID&OS)

133. The component is well implemented by diligent and committed staff, principally the two ID&OS co-ordinators at Anuradhapura and Hambantota, guided by the management and their respective Team Leaders, using the services of partner organisations. Training is the chief activity of the component and the efficiency of the ID&OS is largely covered under that component.

134. FOs remain weak but there are signs that they are growing stronger and better able to manage their affairs. women are taking a more prominent part in their management. The formation of federations of FOs in Hambantota will reinforce the strengthening process and help FOs to gain more power in the market place and in their dealings with officialdom. The same is true in Anuradhapura with the involvement of FOs in ADCs but to a lesser extent since ADCs are not an exclusive organ of farmers.

1.17.1 Election of Officers and Board of FOs

135. Changing the office bearers and board members of FOs at their annual elections is likely to disrupt the administrative continuity and efficiency of management of FOs. The officers and board members should only be replaced if they are deemed to be incompetent or dishonest. A system of retirement by rotation, with a third of the board retiring every three years with individual members being eligible to stand for re-election during the three years if they wish, or some similar arrangement, would be preferable.

1.18 Training and Extension

136. DZADP field staff and the Gender Coordinator are responsible for the implementation of the training and extension programme. The Gender Coordinator ensures gender and development mainstreaming in DZADP activities. DZADP Team leaders, Sector Co-ordinators, Project Officers, and Area Representatives plan, coordinate and monitor activities related to indirect service delivery and human resource development, in combination with limited hardware support (material or financial support to cash-crop, tree or livestock demonstrations, micro-tank rehabilitation or “seed” money for institutional development of FOs). These are the main activities of the project and are well appreciated by both the beneficiaries and the partner organisations.

1.18.1 Use of Budget 
137. The programme item “training” has shown a satisfying utilization rate, at 44 percent of budget. It accounts for a number of line items related to farmer and youth training and extension activities (see Annex 9, Training and Extension). 

138. The largest share of the training budget has been spent on technical training for NGO and GoSL staff (almost 18 percent). Training for partner organisations has a high priority and DZADP has spent double the amount budgeted for this item. Line item “farmer cross visits” was low (12 percent), but the project covers part of these costs from the line item “farmer training”.

139. Expenditure on “farmer capacity building” has also been low, only 12 percent of budget. Contrary to what it might suggest, this line item refers to: grants (“seed” funds) for FOs (21 percent of budget); institutional building grants for partner organisations (7 percent of budget); and mobilisation of agro-well users (zero percent of budget). DZADP has, however, emphasised the mobilisation of farmer organisations rather than agro-well users. “Mobilisation of farmer organisations” is included under  “farmer training and farmer cross-visits” and has had a high utilization rate (74 percent). The provision of “seed funds” to FOs only started in Year 3. The project has only recently started granting funds for institutional building to selected partner organisations.

140. Expenditure on “works” which is accounted for by the rehabilitation of minor tanks has been low. It is part of the project’s strategy that prior to tank rehabilitation, FOs need to be strengthened.

141. Total expenditure by the end of Semester 7 amounted to 39 percent of the total budget. The project started six months later than the official date, with the arrival of the Project Director in March 2001. The weak position of FOs has delayed “expenditure of works” and “seed funds”. The PMU expects that expenditure will increase as the second phase of the project has recently started with the expansion to two more districts, Puttalam and Moneragala.

142. The budget would need to be revised to take account of the new position of Training Coordinator if it is approved by the EC, and training needs of partners (e.g. AP&RAs in the two new districts). The mission recommends adjustment of the remaining budget according to the requirements and timeframe of the project.

1.19 Farming Systems Development 

143. 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. FSD plans should be formulated with community participation where the individual farmers are encouraged to plan their own household FSD plan after analysing the constraints and the potential interventions. 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.

1.20 Water Resources Development

144. 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 WRD programmes, that are centred on watersheds to suit the different microenvironments, have yet to be identified. The project should explore the possibility of extending support to FOs by establishing a Watershed Development Fund with Federations of Farmer Organisations (FFOs) to provide loans for WRD activities.

1.21 Business Development

145. The day-to-day management of the component is of a high quality. The project’s agenda of a heavy bias towards selecting young and female trainees and making no distinction between agricultural production enterprises and value‑adding enterprises has meant that a high proportion of trainees have started no enterprises, and most enterprises actually started entail agricultural production. Given the other interventions in this component, it is highly likely that many of the agricultural production enterprises started might have been started anyway. The “resource‑poor” model used places a high emphasis on agricultural production enterprises, and even on how trainees can find paid employment, which has more to do with household income than enterprise development.
146. NGOs have been contracted to follow-up CEFE trainees to ascertain the effectiveness of the training. There needs to be closer monitoring of the quality of the follow-up services being delivered by these NGOs. Project staff have no time to do this in a systematic way, so an outside agency should be identified and contracted to cross-check a sample of trainees. This is particularly necessary in the case of business counselling activities.

147. Project management needs to recognise that business development can require a different approach to that of community development and mobilisation. More account needs to be taken of these requirements. The opinions and views of individuals and organisations involved in enterprise development need to be given more consideration in project planning.

1.22 Cross-Cutting Concerns

1.22.1 Environment

148. 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.

149. 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.

Effectiveness

1.23 Constraints to Effectiveness

1.23.1 Management Constraints

150. Experience has shown that the different project areas in the Phase I districts have developed their own dynamics. With the recent start of DZADP in two more districts, the PMU will face a more challenging task in coordinating and streamlining project activities.

1.23.2 Capacity of the Ministry of Agriculture and Livestock (MoA&L)

151. MoA&L is the parent ministry of the project’s government partner agencies, provincial Departments of Agriculture, Animal Production and Health, and Agrarian Services. The ministry itself has a minimal role as its functions are devolved to provincial and divisional levels. Its Secretary or his representative chairs the National Steering Committee. MoA&L has had little feedback from its provincial agencies and is scarcely involved in the project. Its provincial departments are short of financial and human resources, especially extension agents (see ¶ 83) with Agricultural Instructors having an impossible 2,000 farm households as “clients”. With the help of the AP&RAs of DoAD, who are now spending 3 days a week in the service of DoA, although they have minimal formal training in agriculture, DoA has been able to provide a limited extension service to FOs.

152. As has been stated elsewhere in this report, the target beneficiaries of DoA and DoAD are not the resource‑poor but the farmers if the command areas of village tanks, whereas the project has been the resource‑poor, generally to be found in the catchments of the tanks. 

153. To date MoA&L has contributed EUR 5,748, just 0.5 percent of the budgeted amount of EUR 1,105,000. This low contribution probably has more to do with the difficulty of estimating and reporting the actual contributions (in staff time) than a shortfall in the provision of cash.

154. MoA&L at national level, therefore, has an insignificant part to play in implementation of the project, but its agencies at provincial and divisional levels are the most important, almost the only, partners of the project on the government side. Moreover, as has been said before, the project has been successful in forging effective partnerships with and between both GAs and NGOs. The mission sees no alternative for the remainder of the project to DZADP’s continued partnership with agencies of MoA&L at local level.

1.23.3 Staff Rotation, Reorganisations and Limited Financial and Human Resources of GoSL

155. The quality of government extension services has been affected by the numerous reorganisations, limited capacity and frequents staff transfers. For that reason, FOs have requested the project to train selected villagers to become FAs to ensure the delivery of technical extension services in a more sustainable way. However, the quality of service provided by FAs experienced so far has been mixed.

1.23.4 Cultural and Other Constraints

156. Working relations between stakeholders at the ASC level, i.e. Development Officers, Agricultural Instructors, Agricultural Production & Research Assistants, and project staff, may vary from place to place and might, in some cases, have complicated the smooth implementation of the project’s activities. The issues at stake appear to be subtle, and are related to a combination of hierarchy, status, and attitudes. 

157. Project interventions have been limited in some areas due to unexpected climatic conditions (drought, floods), wild animals (elephants), and poor access to markets. 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.

1.24 The Logical Framework and Performance Indicators 

158. Some indicators have been measured against baseline results but it remains difficult to assess to what extent the sum of these results have contributed to the main results and purpose in the logframe.

159. The monitoring approach requires to be clarified and shared with all project staff and both NGO and GoSL partner organisations. At a partner review workshop with NGOs (December 2002), NGOs expressed the need for better coordination and monitoring of project activities.

1.25 Lessons Learnt and Action Taken

160. During the project’s three plus years of experience, several lessons have been learnt by its management, which have been applied to its subsequent activities and are summarised below:

(a) GAs alone lack the capacity fully to meet the needs of FOs and the support of NGOs is needed to fill the gap; the project has gradually expanded the role of NGOs;

(b) collaboration between GAs and NGOs is a cost-effective means of improve the quality of services; DZADP is promoting such collaboration and is providing joint training programmes;

(c) service providers – both GAs and NGOs – must adapt, and are adapting, their attitudes and approaches to enable them to respond effectively to demands from  farmers for their services in the demand‑driven approach of the project;

(d) the strengthening of FOs requires material support in addition to the development of human resources; to meet this need, DZADP is offering seed funds to FOs that qualify and can provide 20 percent of the finance they need;

(e) even some existing and established FOs and their communities require social mobilization before they are ready to be exposed to the strengthening process; it took 12-18 months to achieve the level of readiness required in Anuradhapura and Hambantota, but in Puttalam and Moneragala that amount of time is not available so strong FOs had to be chosen;

(f) farmers are capable planners and should be allowed and encouraged to ;play a role in the planning, implementation and monitoring of the activities of AWPs; in the AWP for PY 4, farmers played a key role in the plans for Anuradhapura and Hambantota;

(g) it is neither equitable nor effective to focus solely on the resource‑poor in any community; DZADP should broaden its client base to raise the living standard of whole communities but the development partners must agree on who are to be the clientele in any community; it is encouraging FOs to widen their membership and start to provide services to the resource‑poor in addition to their traditional membership, farmers in the  command areas of village tanks; 

(h) the resource‑poor need help to develop sources of income other than farming; the present mandate of DZADP allows only developments based on agriculture so it must be broadened if the objectives are to be met;

(i) the design, planning and execution of training programmes should better reflect the emphasis on the resource‑poor, women and youth; DZADP is holding one‑day courses in villages to make it easier for women and resource‑poor families to attend, and the design of training materials and the methodology being promoted is being better adapted to their needs and interests;

(j) there needs to be a better system of quality control of training courses and the sharing of information on the content and outcome of training; DZADP is training trainers from both GAs and NGOs, and introducing a uniform evaluation form for use by participants at all courses; and 

(k) cross visits and field days are both effective and interesting means of dissemination of extension messages; the project is using these methods to good effect.

1.26 Institutional Development and Organisational Strengthening (ID & OS)

161. 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.

1.27 Principal Achievements of the Training and Extension Programme
1.27.1 Farmers’ Training

162. A comprehensive training programme on the project’s components and gender sensitisation, and gender and development that has included 980 farmer-training and 73 partner-training events, with a total of 32,920 training days
 between March 2001 and March 2003, has so far been implemented. 

163. Project information and numerous interviews with farmers, and staff from DZADP, NGOs and GoSL in the field suggest that good progress has been made towards implementing DZADP’s 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 crop selection, and some farmers have started a small business. Annex 9, Training and Extension, provides more information on DZADP’s farmer training activities. 

164. The project’s strategy to start with organisational strengthening and social mobilisation of FOs has improved the way that the latter are managed. The quality of leadership has improved, bookkeeping procedures have become more transparent; and membership has increased. DZADP has made considerable efforts to find ways to target the resource-poor, women and youth. 

165. It is, however, difficult to assess the extent to which the project has succeeded in reaching out to the poor. The strategy of DZADP is that by providing services that are in the interest of the resource poor, applying selection criteria for training programmes, and channelling its services through strengthened farmer organisations, it can reach the poorest sections of local communities. The mission supports the project in that it is probably counterproductive to target only the resource poor as if it were an independent entity of the community. However, assessing the extent to which resource‑poor farmers have benefited from the project’s interventions and have been able to increase their net income, should get regular attention in the project’s monitoring activities.

166. The project has established partnerships with 17 local NGOs and various line agencies of GoSL. Local NGOs conducted most of the farmers’ training: in total 563 training course (57 percent of total number of courses provided by the project). The line agencies of GoSL were responsible for 350 courses (36 percent of total). National training agencies conducted 67 training courses of which 32 were CEFE business development training (see Annex 9, Training and Extension). 

167. Most, but not all, training provided by partner organisations has led to satisfactory results, but the quality of training provided by partners is variable. The project has used the organisational audit as a tool to scan potential partnerships with service providers. However, more systematic monitoring of the effectiveness of training is required. Given the huge training programme and the need for immediate action, the mission recommends that the project recruits a local Training Coordinator who should assist partner organisations in designing training modules, setting up clear M&E indicators and procedures, and impact assessment (see Annex 9, Training and Extension, for the ToR). Proformas are used to evaluate courses but they are not being improved by sufficiently applying the lessons learnt. Moreover, it is important to know to what extent training has actually changed the attitudes of the beneficiaries. The Training Coordinator would also compare the learning experiences among the different project areas, and identify training institutes and other sources of training information to encourage learning and development of NGOs and project staff.

168. PRA is used in the villages to assess the training needs of members of FOs. Expertise in participatory planning methods for designing effective training programmes is essential and the project is advised to include them in the organisational audit for partner organisations.

169. The main extension activity of the Farming Systems programme consists of a one-day technical training together with demonstrations and field visits. It has been an effective approach. DZADP facilitated more than 500 demonstrations of perennial and cash crops, livestock, soil and water management, and post-harvest practices. Demonstrations have been carried out with the technical assistance of officers of DoA, particularly the AIs. FOs were responsible for organising the demonstration and selecting the participants. The post‑harvest training was implemented with assistance from the Institute of Post-Harvest Technology. 

170. The mission, however, recommends a more holistic extension approach that includes such relevant issues as marketing or estimated labour requirements to ensure that farmers make informed decisions when planning their farm enterprises.

171. Due to the limited capacity and frequent staff transfers within MoA&L’s extension service and line agencies, members of FOs have requested assistance from the project to train selected people from the village to become Farmer Animators (FA). Participatory needs assessments were completed to identify the technical needs of FOs. The main duty of the FA would be to address and disseminate knowledge with respect to these needs. Although earlier experience with FAs has been mixed, the mission recommends further recruitment and training of FAs as they provide one of few options available to build technical capacity at local level. But both parties (FOs and FAs) need first to clarify and agree on issues related to payment for their services, tasks and responsibilities. Farmers believe that FAs can ensure reliable access to a number of high priority extension services (e.g. nursery management, maintenance of farm equipment etc.). 

172. The social mobilisation programme in the Phase II districts has not started yet. As soon as the EC has approved the tenders for service providers to be contracted, strong impetus should be put behind the social mobilisation programme in Puttalam and Moneragala, as this input is essential for the successful implementation of all other activities of the project.

173. Access to technical information is limited at field level. A small resource centre could be created at FO and/or ASC level that keeps copies of technical modules of courses for FAs and on farming systems that had been held in the area.

1.27.2 Partners’ Training
174. The project has invested considerably in building the capacity of selected partner organisations (see Annex 9, Training and Extension). Training for partners has consisted of training of trainers (ToT), gender and development, integrated water management, PRA, organisational audit and self‑assessment. Partner organisations have played a key role in providing services to FOs. Linkages have been strengthened as NGOs and GoSL have collaborated, co-ordinated and implemented activities. DZADP has only partially documented and monitored the effectiveness and impact of training.

175. The Agrarian Research & Production Assistants (AP&RAs), i.e. village-level staff of DoAD have been important recipients of DZADP’s programme for building the capacity of partners. DZADP prepared an initial assessment in January 2002 of the effectiveness of training based on perceptions of AP&RAs. They felt that they had upgraded their technical skills and were able to work better with the community and be more receptive to the needs of FOs. The training was also regarded as valuable for improving their communication and planning skills. 

176. AP&RAs play an important role in the social mobilisation of FOs. They have also conducted six training programmes on methods of PRA for their colleagues and other government staff in the district. AP&RA graduates of the gender and development training now participate in the gender resource pools of trainers that have been set up in two districts.

1.28 Farming Systems Development 

177. Substantial increases of paddy yields have been reported but yields have still to reach the potential. The crop diversification programme for chena land is progressing slowly but several demonstrations have been established.

178. However, individual demonstrations scattered round the intervention area can have very little effect on FSD. Some FOs had no FSD plan and none is identified for the different microenvironments. 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.

179. It appears that line agencies such as the Forest Department and the Cashew Corporation have made no development plans for sites other than those planned with the project. It is understand that at least 100 acres of cashew are needed to supply an economical processing unit. The project must ensure that enterprise demonstrations planned by line agencies are suitable for adoption by the poor. Demonstrations should be part of the plan agreed with FOs. 

180. Only the Field Representative of the project is stationed in the ASC. Therefore, the field days and cross visits to the demonstrations should be well planned to make sure that technical personnel are present at the site for explanations, and that they have an adequate supply of explanatory leaflets.

181. There are success stories from the goat programme in all sites. However, since goat paralysis is a common problem in the dry zone, it is necessary to promote only resistant species to control this disease.

1.29 Water Resources Development

182. The rehabilitation of tanks and rainwater harvesting demonstrations for drinking purposes have been very successful interventions. Farmers report that not only have they 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.

183. Demonstrations on rainwater harvesting for drinking purposes have proved successful in areas where there are shortages of potable water. On the other hand, the demonstrations for runoff collection have mixed results. Only one out of the three demonstrations was found to be using the collected water for irrigation at a site in Hambantota. It is reported that in Hambantota, there is demand for a roof water collection programme and the mission believes that this should be pursued.

1.30 Business Development

184. Enterprise training was effective for a substantial number of trainees and should contribute to the project’s purpose. It could however have been much more effective with different selection criteria for trainees and with a focus on training people who were interested in starting enterprises other than agricultural production enterprises. It is highly likely that many of the agricultural production enterprises undertaken would have been undertaken anyway or as a consequence of other awareness training by the project.
185. The organised marketing activities should also contribute to the project’s purpose but as yet no quantitative measurements have been made. Early anecdotal evidence suggests that it is effective. 

1.31 Cross-Cutting Concerns

1.31.1 Gender 

186. Conscious effort is given to incorporating gender issues in planning the activities of all sectors. A number of DZADP staff have been trained in gender and development and serve as regional focal points for gender issues for other project staff. Case studies of female farmers are collected by the Gender Coordinator and shared among DZADP staff and will be used as resource materials in gender sensitisation courses. Gender information is displayed on information boards in DZADP field offices.

187. Women and youth at village level have been encouraged to participate in DZADP’s training and field activities. Data on training and extension activities, disaggregated by gender and age, have been collected and support this finding (see Annex 9, Training and Extension): participation by females was nearly 50 percent and by youth 34 percent of the total number of training days. To make training more accessible for these groups, most training programmes have a duration of one day and are organised at village level. The project could also look for ways to increase access to information on education and training opportunities in non‑agricultural topics for youth.

188. Staff of GoSL and NGOs that participated in the intensive gender and development course have subsequently created a resource pool of gender trainers. They have started to provide gender training on a demand basis for FOs and other government and NGO staff. However, to ensure mainstreaming of gender concerns in public policy, the mission recommends that gender perspectives are explicitly included in the organisational audit of partner organisations.

189. The percentage of women holding official board positions has increased from 28 to 38 percent in Hambantota and from 21 to 24 percent in Anuradhapura. Women hold 12 out of 60 positions in the Agrarian Development Councils in Anuradhapura and 11 out 29 positions in the FFOs in Hambantota. Apart from using these measurable, operational gender indicators, the mission recommends a client perception survey to make a qualitative assessment of women’s level of decision-making power.

190. The mission’s impression is that the sum of these activities has started to generate attitudinal change towards a greater recognition of women’s role in the project areas.

Impact

1.32 Evaluation or Assessment of Impact

191. The absence of a survey to measure the impact of the project so far makes if difficult, if not impossible, to measure the project’s impact in quantitative terms. A limited qualitative assessment has been possible and this is generally positive in most respects within targeted communities. Anecdotal evidence that some lateral spread into neighbouring communities is taking place is referred to elsewhere in the report.

192. The mission wonders why no impact evaluation survey was made at mid-term. The project’s management stated that it has no budget for one. Perhaps there was an oversight or the budget line, “EC Managed M&E” (for EUR 200,000), is intended to cover evaluation surveys under the control of the EC. The fact that the mission has been conducting a Mid Term Review rather than an evaluation, which might have been expected, is explained by the lack of a survey.

193. In later sections of this chapter, indications are given of the extent of the impact that seems likely to have been, or to be, achieved.   

1.33 Institutional Development and Organisational Strengthening

194. The superficial evidence available to the mission is that the institutions and organisations targeted are, to a greater or lesser extent, being developed and strengthened. This is evident from the reports on the technical components and from field visits. The voices of members of FOs are strong and forthright. Empowerment is happening.

1.34 Training and Extension

195. The mission has gained the strong impression that the project has generated positive changes at local level. Some of these changes can be summarised as follows:

· Farmer organisations have become better organised, more proactive and more able to link with service providers as a result of training and exposure. Membership of FOs has increased. FOs in Hambantota district have formed two federations of farmer organisations (FFOs).

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

· 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.

· GoSL staff has started to appreciate participatory planning methods and has started to adopt them.

196. Each of the above changes, however, varies by district and cannot be adequately measured for reasons explained earlier. The mission also recommends a survey to assess the effects and quality of capacity building in all four components, i.e. ID/OS, Farming Systems, Business Development and Water Resources Management.
197. A follow up study of the CEFE training was routinely carried out by the training agency. Twelve months after the end of each CEFE course, the agency assessed the performance of the CEFE graduates. It stated that 53 percent out of a total of 684 graduates started or expanded a small business.

198. Several improved practices have been adopted, including correct spacing, row planting, improved varieties and goat breeding. It is evident that there will be substantial increases in productivity with new interventions, especially irrigated crops in the command area. Innovative technologies have been adopted, new products have been introduced, losses reduced, arrangements have been made to reach distant markets and small and medium scale entrepreneurs are emerging.  

199. The project has recruited energetic young graduates as sector co-ordinators and project co‑ordinators. However, they restrict their involvement in field activities to a coordination role giving the field responsibility to service partners whose resources are severely constrained. PRA sessions should be supported with technical inputs to enable them to generate the technical issues and constraints for WRD and FSD more effectively.

1.35 Water Resources Development

200. Rehabilitation of tanks and the rainwater harvesting demonstrations for drinking purposes have been very successful interventions. Farmers report that not only have they developed technical skills required to maintain the tanks but also have been motivated to establish operation and maintenance funds for future rehabilitation purposes.

1.36 Business Development

201. Business development activities have made an impact in the project area. No quantitative assessment has been made of this impact but it is obvious from observation and interviews conducted with community members that the BUSDEV activities have made a positive difference. All the trainees interviewed who have received Enterprise Development training reported that it had benefited them in some way. A number reported that it was instrumental in helping them to start or improve their enterprises. Others reported that it in some way contributed to their personal development. While personal development is no doubt a worthy objective, it is hardly the role of enterprise development training. The impact of the project could be greatly enhanced by focusing on selecting and training individuals using the modified process (proposed in ¶ 36) that selects candidates who would be most likely to start or expand their businesses. This should lead to a higher proportion of trainees starting enterprises. Including off-farm enterprise development should also improve the impact. 

202. 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. Some instances were encountered of non‑household members being employed on new enterprises.

1.37 Cross-Cutting Concerns

1.37.1 Impact on Gender

203. Important changes are taking place in the way women and men perceive their respective social and economic roles. The mission has met several women from FOs and NGOs who said that they feel more confident in expressing themselves. Male members from FOs and NGOs stated 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.

204. Over the last three years, the proportion of women in the total membership of FOs in project areas has increased, as has the number of women holding a board position. Women and youth are encouraged to participate in DZADP’s training and planning activities. However, the mission recommends a perception survey to assess the extent to which women have indeed started to enjoy a higher degree of decision‑making power.

205. In Anuradhapura and Hambantota, staff of partners that were trained in gender and development have registered as a gender and development NGO under the Department for Agrarian Development in order to obtain a legal status. They now conduct training on gender sensitisation for farmers, youth, GoSL and other local NGOs.

Sustainability

206. The mission is satisfied that the capacity of non-government and governmental organisations has been enhanced and important lessons have been provided. Local service providers now better understand the need to gear their services towards addressing farmers’ needs, recognising the importance of the role of farmers as equal partners in rural development planning. 

207. A resource pool of gender trainers has been formed in Hambantota and Anuradhapura.

208. An indefinite number of FOs and individual farmers, including men and women, have learnt to express and deal with their needs with a greater sense of ownership and responsibility towards their own development.

209. However, as members of local communities have become increasingly able to formulate their demands for training and other services, the question arises whether local service providers have enough capacity to cater for emerging needs.

1.38 Stronger Institutions and Organisations?

210. There are good reasons to believe that the FOs, FFOs and ADCs that have been strengthened by the project would go on from strength to strength when the project is closed. NGOs consider that they could continue to provide an albeit lessened level of service, but the mission feels that most FOs would be able to fend for themselves reasonably well, and some might even be in a position to pay for services in the medium term. Women are playing a more active role in the management of FOs, thus freeing male officers to concentrate on earning a better living for their families and lending those special female skills in the service of their fellow farmers.

211. On the other hand, whether the NGOs and GAs that have been beneficiaries of the project would be able to continue the same level of service that they have developed with the project’s support, is open to question. Much depends on whether the staff of GAs that received the training stay in post or are transferred elsewhere and their newly‑acquired skills lost to the project areas, if not to Sri Lanka. The history of government agencies in this regard is not encouraging. 

212. In the case of NGOs, much would depend on whether they are able to secure further contracts of funding given their reliance on projects, especially foreign‑funded ones, for their financial support. Some are more independent than others but most consulted consider that they would be able to continue their services to the communities but at a reduced level. 

1.39 Farming Systems

213. For the project’s interventions in FSD to be sustainable, marketing initiatives and business development plans need to be developed simultaneously and FOs should be linked with micro‑credit programmes. Farmers should make their own plans and their plans should be amalgamated to form the plan of the FO, and subsequently the implementation plan of the ASC. The capacity building programmes designed and conducted for service providers, including government institutions, NGOs, and FOs, will contribute to the sustainability of the project’s activities. However, it might be necessary for institutions such as insurance agencies, chambers of commerce, and provincial and national line agencies to cooperate with the project to enhance the prospect of the project’s results being sustainable. 

214. FOs might be unable to attract all the farmers of the village to be members. As far as possible, therefore, the training and awareness programmes should be kept open to all farmers in an ASC area. There should be village and ASC level monitoring committees to report farmers’ needs at higher fora. The monitoring committees should have a gender balance and report their progress once a month. Small groups and sub‑committees should be encouraged to meet once a week providing opportunities for vulnerable groups to discuss their issues.

1.40 Water Resources

215. Rainwater harvesting interventions for drinking purposes are clearly sustainable. Already FOs are taking steps to provide assistance through the seed funds provided by the project to reach other deserving members. The project pursues the sustainability of the tank rehabilitation programme through the development of technical skills, changing the attitudes of the officers and members of FOs, and encouraging them to establish an operation and maintenance fund.  

1.41 Developed Businesses

216. The programme aims to make farming attractive for youth. The objective of this seems to be to keep youth on the land and to attract young people back to farming. This results in sub‑division and fragmentation of parents’ land holdings. Contrary to improving the living standards of rural dwellers this is a poverty reinforcing activity and militates against commercialisation of agriculture.
217. If young people are to remain in rural areas and benefit from improved lifestyles, the strategy should be to create off‑farm employment opportunities. At present, the project is providing support to improve the capacity of groups or individuals to establish off-farm agricultural enterprises. It is likely that most enterprises established in these rural areas will be related to agriculture but there is potential for non-agricultural processing and manufacturing, or service enterprises. Where suitable entrepreneurs are identified who wish to pursue careers in non‑agricultural enterprises, these should be included in project support activities. 

1.41.1 Provision of Credit by FOs 

218. Most enterprises need access to credit, whether from informal or formal sources, in order to start or conduct them. A number of FOs that are involved in supplying inputs are extending credit to their members and some is being provided for the establishment of production enterprises. While the reasons for this are understandable, credit retailing could cause these FOs to self-destruct. FOs can provide many good and useful services without directly operating a credit system. 
219. The Athimale People’s Company in Moneragala District, after one season of supplying inputs on credit to its shareholders has now reverted to a strictly cash sales policy. Three other farmer companies established with assistance from the EU‑funded Monaragala Irrigation and Community Development Project have already failed. While investigating the causes of these failures is beyond the scope of this mission, there are lessons here for FOs supported by DZADP that are considering venturing into trading. 

220. Many institutions such as Sanasa, Samurdhi, Sarvodaya, Seva Lanka, and Janashakti, and some NGOs provide microfinance, are well-organised in rural areas and have considerable expertise in savings and credit programmes. Other banks, such as Peoples Bank and Bank of Ceylon, have rural branches that cater to the farming community. A much more sustainable approach for the FOs would be to develop closer links with these institutions and allow them to handle their financing needs. There have been a limited number of credit linkage workshops and some input from the Financing Institutions in enterprise training. These links should be strengthened in all the project districts and should be actively promoted by DZADP.
1.42 Cross-Cutting Concerns

1.42.1 Environment 

221. Sustainability issues pertaining to the environment protection programme is partly a national responsibility. The National Environment Action Plan presents the strategy to pursue sustainable development and define policies, institutional shifts and action needed to meet the environmental challenges that will confront the country in the short and long run. The Agriculture and Livestock policy for 2003 to 2010 also promotes environment protection.

222. With the trained AP&RAs and FAs performing a coordinating role at the village level, the FOs should be able to continue the conservation activities in collaboration with the service providing institutions.

Major Conclusions and Recommendations

1.43 Major Conclusions

1.43.1 General

223. This is a well implemented and well managed project and the Mission has every confidence in the ability of the project management and staff to implement any changes in strategies or implementation that may arise as a result of this MTR.

224. The baseline study has some inadequacies and in order to improve final evaluation, information on cropping intensities needs to be collected.

1.43.2 Project Design

225. The mission believes that 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. Attempting to retain more young people on the land is likely to be a poverty reinforcing measure. The needs of the resource-poor would be better met by broadening the scope of the project from solely agricultural development to include non-agricultural enterprises and employment. The Terms of Reference for the mission suggest that the project might give priority to the promotion of ‘rural development’. However, that term implies to the mission the inclusion of such interventions as infrastructural development and the provision of credit, neither of which it is recommending, so the mission prefers not to use it. 

226. The project’s entry strategy of focusing on social mobilisation and organisational strengthening of FOs, before implementing other activities has proved to be an effective mechanism and has resulted in more services being made available to a wider section of the local population. FO mobilisation did take longer than anticipated with a resultant increase in cost. The poor state of organisation and development of the FOs was the main reason for this and has led to some change in the entry strategy in the two new districts.

227. This entry approach has also slowed down disbursements on other activities but the rate of expenditure has picked up considerably.

228. The strategy of DZADP is both relevant and appropriate to the achievement of the project’s objectives and will help to sustain and build on those achievements when the project has closed.

1.43.3 Finance and Administration

229. Project accounting, record keeping and reporting is of a high standard and with the exception of the lack of a separate project bank account and reporting of bank interest earned, conforms to standard EC requirements and contract conditions. Procurement of supplies and services follow EC guidelines. Project funds received are spent in accordance with approved workplans.

230. The rate of use of funds is satisfactory. The project’s management is confident that all funds will be spent by the end of the project. The mission agrees with this assessment provided the proposed reallocations that the PMU and CARE intend to submit are approved by the EC.

231. Three of the five vehicles purchased by the project are now in an unserviceable condition.  

232. Benefited FOs are maintaining accounts and registers, but the standard of record keeping needs to be improved. 

233. It has been necessary for CARE to advance additional funds temporarily because of delays in transfers of funds from the EC and have incurred interest charges, which have reduced the funds available to be used to finance the project’s activities. 

234. Counterpart contributions (in kind) have not been as great as expected but are likely to be considerably higher than the contributions calculated. These may have been overestimated originally but it is not considered cost‑effective to expend the resources necessary to calculate them accurately.

1.43.4 Training and Extension

235. DZADP’s core activity of implementing a training and extension programme is widely appreciated but lessons learnt from the evaluation of courses are not sufficiently used to improve courses and modules.

236. The capacity of provincial Departments of Agriculture and line agencies to deliver extension services is not regarded as adequate and access to technical information is limited at field level.

1.43.5 Farming Systems and Water Resources Development 

237. The Farming Systems programme, which highlights the technical aspects of cultivation of cash crops, perennial crops, livestock or soil and water conservation and post-harvest practices has proved to be effective and generated considerable interest among farmers. GoSL staff at field level have played an important role as facilitators and resource persons. The project has succeeded in reducing the transition problems of the process of decentralisation of GoSL services. 

238. Partner organisations have played a key role in providing services to FOs. Links have been strengthened as NGO and GoSL staff have collaborated, co-ordinated and implemented activities together. However, the quality of services does seem to vary from partner to partner.

1.43.6 Business Development

239. The Business Development Component is staffed by competent and committed personnel. The various interventions deployed by the component have been broadly appropriate and while little quantitative data are available, it is reasonable to assume that the component has made a useful contribution to the objectives of the project. However, technical considerations have often been subjugated to social ones with the result that training resources were not always most effectively used.
240. Links with financial and business institutions and organisations have been initiated but collaboration has not always been as rapid as expected. This was not the fault of DZADP. 
1.43.7 Marketing
241. While a current price information system can be useful, and was a legitimate activity for the project to promote, experience suggests that it is highly unlikely that such a service would survive long beyond the end of the project. Other interventions aimed at improving marketing are far more likely to make a sustainable impact. The existing project management and staff provide an excellent platform for these activities.
1.43.8 Development of FOs 
242. Most of the FOs are still in the early stage of the development process, but the indications are positive and the formation of federations of FOs in the Hambantota district is a very encouraging development. The FOs, by promoting organised marketing, giving support to individuals and groups to establish commercial production enterprises (both crop and livestock), are supporting commercial agriculture. The activities of FOs are likely to lead to considerable benefits for farmers.
243. The tendency for FOs to become involved in credit retailing, while understandable, contains a very high element of risk.

1.43.9 Gender 

244. The efforts made to include the resource‑poor, women and youth are particularly commendable and have resulted in an increased number of women holding official board positions in FOs and Agrarian Development Committees (ADC). 

245. GoSL and NGO staff that participated in the intensive gender and development course have subsequently created a resource pool of gender trainers and have started to provide gender training on demand basis for farmer organisations and other GoSL and NGO staff.

246. The mission’s impression is that the sum of these activities has started to generate attitudinal change towards more recognition of women’s role in the project areas

1.44 Recommendations

1.44.1 General

247. In order to make rural living more attractive for young people and to avoid or at least reduce fragmentation of farms DZADP should extend its support activities to non-agricultural enterprise development. 

248. Some inadequacies in the baseline survey need to be rectified. Funds should be allocated to conduct a sample socio-economic survey paying attention to incremental agricultural production, new employment and incomes generated, household and production assets acquired, benefited farmers and impact on employment of resource‑poor members of the village managed by FOs. About EUR 20,000 could be allowed as excess expenditure under the Information budget to be charged against the unallocated contingency with the approval of the EC at project completion.

249. The mission considers it imperative that an impact evaluation survey be undertaken at project completion, before the final evaluation mission is fielded. However, there is uncertainty as to the source of funds. No provision is made in the project’s budget but they might be included under the line item “EC managed M&E".

250. All members of the selected poor communities should be targeted (even those who are not members of FOs).

251. The visibility of the EU as the main financier of the project needs to be improved. Office and site notice boards and business cards of project staff should clearly state that the EU is the main financier of the project.

1.44.2  Finance and Administration

252. CARE should open a separate project bank account and interest earned should be reported separately.

253. The EC is recommended to advance funds promptly when the AWP is approved.

1.44.3 Farmers’ Organisations 

254. Subject to FOs making adequate arrangements for operation and maintenance of tanks, the mission recommends approval of the proposed reallocation of funds to Works and Training.

255. In the interest of continuity and efficiency, office‑bearers or board members of FOs should be eligible to stand for re-election at Annual General Meetings unless they are deemed to be incompetent or dishonest. It should be the prerogative of FOs to determine their own constitutions and rules for the election of officer‑bearers and board members. FOs should have the right to re-elect indefinitely any office bearer or board member whom they wish to continue in office. Alternatively, FOs might prefer to introduce a policy of retirement by rotation. 

256. DZADP should advise each FO to hire a competent person to maintain the cashbook, registers and other records. The expenditure and record keeping of FOs should be monitored. To maintain transparency, records should be published and circulated among the membership.

257. Every FO supported by the project should be advised, though not compelled, to establish a fund to finance the operation and maintenance (O&M) of the DZADP grant aided infrastructure. The fund could be financed by FOs charging command area farmers for the water they draw from the village tank and irrigation system. 

258. Three project vehicles that are considered to be beyond economic repair should be disposed of and the proceeds of sale credited to the Running Cost budget line and replacements hired.

1.44.4 Training and Extension

259. There is a need for more systematic monitoring of the quality and effectiveness of training and extension as it appears to vary from partner to partner. The project should also make more effort to assess the extent to which the resource‑poor members of targeted communities have benefited from project interventions. Participatory development philosophy and methods should be included in the organisational audit of partner organisations. M&E

260. The mission recommends the recruitment of a local Training Coordinator (recommended ToR in Annex 9).

1.44.5 Farming Systems and Water Resources Development 

261. The mission recommends a more holistic approach to farming systems development that includes relevant issues such as marketing or estimated labour requirements so that farmers make informed decisions.

262. The project should respond favourably to FOs’ request for selected villagers to be trained to become Farmer Animators. 

263. A small resource centre should be created at FO and/or ASC level where copies of technical and other relevant information would be kept. 

264. The project needs to improve its monitoring of outputs and impact.

265. Full support should be given to the social mobilisation programme in Puttalam and Monaragala as soon as the EC has approved the tender for consultancy services.

1.44.6 Business Development 

266. In order to improve the selection of trainees for entrepreneurial training It is recommended that a small working group be set up to prepare new selection guidelines. Any bias towards age or gender groups should be determined on a quota basis after the potential trainees have been identified.

267. The CEFE training approach is regarded as a suitable training model for target groups and should be continued. Modules other than the “resource poor” module currently being used might be more appropriate. The most appropriate module should be selected after the trainee group has been selected. The full CEFE training programme is not regarded as being necessary or the most cost effective for most people undertaking agricultural production enterprises. 

268. NGOs’ reporting formats need to be standardised and a sensible but useful level of detail included. The BUSDEV co-ordinators should develop a standard format. Follow‑up services being delivered by NGOs should be monitored and qualitative standards set. Selection of NGO trainees for business counselling should take account of their business skills.

269. The adoption rate for technical training should be closely monitored. Indications of adoption rates to date suggest that trainee selection could be improved. 

270. Links with financial institutions should be strengthened to improve access to credit by the target communities and in order to discourage FOs from becoming involved in operating credit programmes which most of them are unlikely to have the resources to manage well. This should be pursued in all four project districts.

271. Links with business organisations including Chambers of Commerce and small entrepreneur associations should be strengthened. 

272. 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 District, the entrepreneurs should be encouraged to join the Anuradhapura Small Entrepreneurs Association or similar associations if identified. The FO Federations should be encouraged to join chambers of commerce.

1.44.7 Marketing

273. The project should not continue the development of a current market price information system for the entire area.

274. Support to the collection, analysis and dissemination of other marketing information should be continued and, where appropriate, strengthened 

275. The project should continue to support the FOs in organised production and marketing development, emphasising the importance of developing linkages with market intermediaries.

1.44.8 Gender

276. A client perception survey among members of FOs, FFOs and ADCs is recommended to assess whether women have indeed started to enjoy a higher level of decision-making power

277. 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 for the partner organisations. 
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�	The DZ occupies about 70 percent 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. 


�	The NE monsoon, normally occurring between October and February and covers the whole country.


� 	This component was earlier named “Irrigation Management”


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


�	In this context, “upland” merely denotes that the elevation is higher than the command area. 


�	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.


�	Defined by the project as males and females under 30 years of age.





� 	Partners of DZADP are defined as, “organisations or institutions which share a set of common objectives with DZADP, are active in the project districts as (potential) service deliverers to the project’s target group and work together to achieve common objectives”.


� 	National Policy on Agriculture and Livestock, 2003 – 2010, Ministry of Agriculture and Livestock, January 2003


� 	At 1997 prices.


�	July – August 2000; authorship unacknowledged.


� 	A training day (TD) is defined as the participation of one person for one full day in a training programme.
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