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Kompong Cham – Chamkar Leu

Service Proposal
1. Service objective

In view of improving the water management of 5 Kompeah scheme, its maintenance and of extending the double cropping area, the Irrigation Service Centre (ISC) proposes to encourage farmer participation and financial contribution. 

The existing official FWUC with its original statutes is officially recognized by MOWRAM and should not be formally modified. However its practical functioning is limited by a severe lack of budget and member participation. The farmer involvement in FWUC management and decision making needs improvement. The objective of the ISC is to give farmers real practical objective in management and scheme improvement and to ask them for direct participation. By collecting a membership fee, the FWUC will test the farmer willingness to support this process. 

Internal rules and organization will be reviewed on the principle of Farmer Groups (FWUG), one per reservoir, under the umbrella of the existing FWUC. These FWUG will be largely independent in term of management, but will be under the overall supervision of the Lovea Commune chief and the FWUC president. 

The FWUC function / responsibilities will be:

· to validate FWUG management procedures

· to solve conflict between members and/or between FWUG

· to control financial management, ensure the transparency 

ISC will support the establishment of two FWUG in Lovea commune:

· FWUG one: 3 villages

· FWUG two: 3 villages

Each FWUG will be provided with a draft of Internal Rules including membership registration rules, committee selection, general assembly organization. 

Final objective of the service is:

to create 2 FWUG with over 250 members each and to collect for each FWUG over 3,000,000 riels from their members to create a budget that will allow their starting functioning.

2. Service implementation
The service will be provided over a period of 3 months through the following steps

Step 1: Temporary committee set up

Objective and principles:

A temporary committee will be set up in order to: 

· Discuss, modify and validate all procedures proposed by the ISC

· Support the ISC staff for meeting organization

· Information sharing within each village

· FWUG membership registration

· Collect membership fee 

· Organize the FWUG elections

The members of this temporary committee will be selected by the village chiefs with approval by the commune. The committee will include one member per village and one commune representative. 
We will create 2 temporary committees of 4 members each, one temporary committee per FWUG.

Services provided

Meeting with village chiefs and commune for deciding the procedure to select the members of the temporary committee 
FWUG internal rules draft proposal writing

Temporary committee meetings for discussing and validating FWUG internal rules
Step 2: Membership registration

Objectives and principles
The following objectives and principles will be discussed and validated by the temporary committee.
Farmers can become FWUG member by their own will. If less than 60% of farmers register as FWUG members, the FWUG will not be created and activities will be cancelled. Members who have paid will be refunded. Our objective is to reach this minimum level of 60% farmers becoming members. 

A member will have decision capacity within the FWUG and the FWUC in term of:


- Selecting the FWUG and FWUC leaders through election process

- To approve or disapprove the proposals made by the FWUG committee to the Members during general assemblies, such as:

- deciding ISF level

- deciding priorities and budget allocation for new infrastructures construction and maintenance
- approving their FWUG budget including administrative functioning, staff salaries, scheme operation and maintenance

- calling for exceptional meetings in case of problem in water allocation or FWUG management
One member gets on vote for any decision (whatever the amount paid for ISF).

To become a Member, the following conditions must be respected:

· to own or to cultivate a plot within the scheme

· to pay a membership fee (MF) (this is not the Irrigation Service Fee - ISF) of

· 10,000 riels if owning / cultivating a total area within the scheme < 0.5 ha 
· 15,000 riels if owning / cultivating a total area within the scheme > 0.5 ha and < 1 ha
· 25,000 riels if owning / cultivating a total area within the scheme > 1 ha

The difference between MF and ISF: 
· MF is paid only willingly by farmers to become FWUG members, only one time when they become member (or every 5 years before election?). 
· ISF is a compulsory annual or seasonal fee paid by all farmers, even if not members, according to rules established by the FWUG for water allocation
The membership fee will be used for:

· 5% for the collector

· paying the services provided by ISC according the initial contract
· creating a independent fund for each FWUG that can be used by the FWUG committee for functioning, scheme operation and maintenance and new infrastructure construction

MF Collection procedure

1) Message to call for meeting will be released through pagoda loudspeaker.

2) General information meeting will be organized for each group of around 50 farmers (~18 meetings). 

3) Two days of spontaneous collection will be organized at the commune office. Farmers paying during this period will get 20% MF reduction.

4) Village representative and ISC facilitator together will go around every house to collect MF and register database information (~25 households per day - ~5 days per village - ~30 days)
5) Delivery of a receipt and a membership card to each member after paying the MF.

6) Review of the MF registration and money collection with the temporary committee

7) Payment of incentive (5 % of the money collected) to the collector (representative). 
8) Transfer of the money left to FWUC bank account under FWUC president and ISC supervision. Money for each FWUG will be kept together, but clearly identified as belonging to one specific FWUG.
9) After validation by the temporary committee, the member list, MF amount paid by each member and the total amount collected will be published in each village, at the pagoda and at the commune office.
Services provided

Writing and validating procedures with commune and village leaders
Preparing message for pagoda loudspeaker release

Village and group meetings organization and animation

MF collection (spontaneous and by household)

Receipt design and printing

Membership card design and printing
Temporary committee meeting for membership validation and incentive payment

Membership lists publication

Step 3: Database creation
Objectives and principles

In order to know how the members are distributed within the scheme (concentrated in one area or everywhere and in order to prepare the future ISF collection, the FWUC and FWUG need to build a database.

A computer database including the following information will be created:

· Member name / village/ address / Ref. no

· For each plot: Approximate area / Situation (code) / ownership / cultivation period (early and/or normal) / access to irrigation (good / partial / limited / nil)
This list will be printed and given to the FWUG committee and to the commune to control it.

At this stage, the database will include only members. This database will need to be extended to all farmers on a later stage. The ISC team is not going to calculate exact area and control member information at field level. If this service is required, we need to sign a new contract. Training about database management and update procedure can be organized upon request with another contract.
Services provided:

Data recording lists preparation
Maps with area code preparation

Data collection during MF collection

Database recording in computer

Final database printing

Step 4: Committee selection

Objectives and principles

After registering membership, the new members will be call to elect their representatives within the FWUG. Members from each village (if enough members have been registered within their village) will elect two representatives for their village: one representative, plus one replacement in case of defect or incapacity to participate in FWUG management. 

The FWUG representatives will be in charge of managing the scheme and carrying the following tasks: 
· Scheme operation and water management

· Scheme maintenance

· Propose scheme imporvement

· Follow up construction (mobilize work in case of need

· Budget proposal

· ISF collection

· Financial management at FWUG level

· Relations with FWUC, local authorities and donors 

These representatives will implement these tasks with the FWUC support and any other villagers according to needs. Representative working time will be compensated fairly on a basis of 12,000 riels for one day of work to be paid by the FWUG budget. 

Election procedure
1) Candidate identification

Two weeks before election, candidates will be identified: at least 4 candidates should be proposed per village. If there is not enough candidate, the village chief can propose some other people (or the commune, if the village chief is himself a candidate). 

During membership registration, the new members will be asked if they wish to become committee member. If yes, the team will visit him personally to check his literacy capacities and to explain him about the committee responsibilities.

Requirements to become candidate:

· At least 18 years old

· Village inhabitant

· FWUG member

· No delay in membership payment (and ISF payment, later on)

· Literate (one test will be organized)

Candidate lists will be published in each village at least 2 days before voting.

2) Election 

The FWUG committee election will be organized at the pagoda at a date fixed by the commune. The meting will be different for each FWUG.
Members only will be allowed to vote. Membership will be controlled before accessing to the voting area according to the membership list. If the member can not come himself, he can send somebody of his choice with his card (one card = one vote). by hand rising his membership card. 
The vote is made by hand rising the membership card (different color per village?). Each member can vote for an indeterminate number of candidates.

Vote counting will be made by three people: 
· one ISF staff

· one person among: village representative, village chief and commune representatives (on the condition that they are not candidates) 
· one respected achar / elder.

The candidate who gets more votes will become Village representative. The candidate who gets the second result will become his replacement. 

The six elected village representatives and replacements will elect among themselves one FWUG leader and one FWUG secretary – cashier during the same meeting.

The election results will be published with the photo of the representatives and replacements in each village.

Services provided:

Candidate identification and training
Temporary committee training about election procedures

Candidate list publication

Election meeting announcement and organization

Election results publication

Step 5: First FWUG committee meeting and General Assembly

Objectives and principles

After being elected, the FWUG committee will meet together to take the following decisions:

· Discuss and validate the proposal for internal rules to be submitted at the General Assembly.

· Propose the budget allocation for the FWUG fund available

· Validate the ISC service payment
· Discuss further services with ISC team

· Organize the coming General Assembly where all the above points will be discussed with the members

FWUC budget and financial management

The existing FWUC bank account will be used to keep the FWUG money. Clear procedure to release the money will be set up including the signature of three persons: the FWUG leader, the FWUC president, the Commune chief. Money will be allowed for release only according to budget expenditures approved by the General Assembly.

To encourage membership for the FWUG, one infrastructure construction will be proposed to the members (information will be released in advance). The ISC propose the following deal: the members will provide 25% of the infrastructure costs through MF, the district or commune 25% and the project 50%. 

Each FWUG budget should also contribute to the FWUC budget at least to allow the FWUC president to work (incentive and material). Incentive for committee members should be validated by the GA. 

Services provided:

Participate to each FWUG committee meeting
Train the committee members about FWUG functioning, internal rules and budget management

Make service evaluation with the committee and organize payment

Organize the FWUG General Assembly

Edit and print the FWUG internal rules

3. Further services

The success of this first service will probably automatically lead to further services such as new infrastructure construction, water management, ISF collection, etc.
Note that creating an annual budget for each FWUG functioning, scheme operation, maintenance and development will imply further investment from farmers. ISF will probably be not less than 60,000 riels / ha / year. 
4. Service Fee calculation

For 2 FWUG and 6 villages

	Description
	Unit
	Unit price
	Quantity
	Amount in US$
	Amount in riels

	Facilitator
	Labor-day
	8
	54
	432
	1,728,000

	Manager
	Labor-day
	12
	17.5
	210
	840,000

	Engineer
	Labor-day
	12
	3
	36
	144,000

	Technical expert
	Labor-day
	20
	2
	40
	160,000

	Institutional expert
	Labor-day
	20
	4
	80
	320,000

	Editing and printing costs
	
	
	
	150
	600,000

	Other costs
	
	
	
	50
	200,000

	Total
	
	
	
	998
	3,992,000

	Subsidy
	
	
	25%
	248
	992,000

	Total to be paid
	
	
	
	750
	3,000,000

	For one FWUG
	
	
	
	375
	1,500,000
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