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Project name: 
ASIrri – Projet d’Appui aux Irrigants et aux Services aux Irrigants

Funding agency: 
AFD – Agence Française de Développement



Facilité d’Innovation Sectorielle – ONG

Budget: 

375 000 € for the Cambodian Component

Duration: 

3 years    [ 1st January 2009 – 31st December 2011 ]
Area: 

Kompong Thom Province
Operators: 

GRET – CEDAC

Contact: 

Project coordinator : 
Antoine DELIGNE 

Tél. 089/341860

deligne@gret.org



GRET office:




N°22, Street 330, Boeng Keng Kang III




B.P. 57 




Phnom Penh - Cambodia
II. Project objectives

	Vision
	A Service Centre is created and sustained, and can provide affordable quality services to the FWUC through a pool of professionals with a practical experience of irrigation management issues.


	Objectives
	Main objective: To ensure the management of irrigation schemes for the optimization of agriculture production by sustaining Farmer Water Users’ Communities, support systems and services. 
Specific objective: To develop, test and sustain follow-up systems and services to water users in order to reach a sustainable operation of irrigated areas, in three different national contexts: Haiti, Cambodia, Mali, taking advantage of their specific experiences to enhance exchanges, co-learning and capitalization.


	Expected results
	· Result 1 : Service Centres for water users are created in Cambodia and Haïti and existing Service Centres in Mali are strengthened. 

· Result 2 : Farmer Water Users Communities which are existing or under building process are strengthened at institutional level and for their capacities, and are recognized at local and national levels.

· Result 3 : Technical and economic references about (a) suitable water management systems according different types of infrastructures and users’ organisations and (b) long term support systems (such as Service Centres, e.g.) for the development of irrigated areas, are built up and capitalized.

· Result 4 : National platforms for irrigation support and/or national coordination between water users’ organizations are provided with objective arguments and clear technical and economic references for advocacy in favour of technical and financial support to irrigated agriculture from the State and public and privates funders.



III. Context in Cambodia
Since the end of the nineties, the Royal Government of Cambodia (RGC) has initiated a policy to extend irrigated agriculture as a mean to cover food security and to alleviate poverty in the country. This policy is translated into the construction of new infrastructures and the rehabilitation of old irrigation schemes with the financial and technical support of external donors. 
Besides the development of large schemes, more farmers are investing in small irrigation with pumping from rivers or drills. This kind of irrigation system is limited to farmer with good investment capacities and to areas with adequate water resource (permanent stream or shallow groundwater of sufficient capacity). These conditions are rarely found and the large majority of Cambodian farmers (80%) still depend on rainfed lowland rice cultivation during the monsoon season. Irrigation would be available only for about 20% of the country rice growing area. Actually, about half of the irrigation schemes identified are either not functioning at all or have a very low performance. This result is linked to the poor condition of infrastructures and, as well, to inappropriate initial designs. 
The RGC created in 1999 the Ministry of Water Resources and Meterology (MOWRAM). Its department “Participatory Irrigation Management and Development” (PIMD) is in charge of setting up Farmer Water Users Communities (FWUC) and transferring to them the irrigation schemes management in order to ensure a higher sustainability of their operation and maintenance. The Circular number one on “the Implementation Policy for sustainable Irrigation Systems” which has been promulgated in 2000 provides the institutional basis on which FWUC can be created. It stipulates that FWUC are registered by the government as entities in charge of development, operation and maintenance of irrigation schemes in partnership with the government
. It specifies as well that users have to cover the costs of operation and routine maintenance by themselves. This document does not provide clear specifications on how such partnership or management sharing should be organized between FWUC and Government. The only existing agreement on management sharing is the Memorandum of Understanding (MoU) signed by the Polder Users’ Community of Prey Nup (CUP), MOWRAM and Sihanoukville Municipality in 2008. The Stung Chinit FWUC is now in the process of negotiating such document with the government.
Nowadays there are 328 FWUC recorded. 114 of them are officially registered at MOWRAM level. Most of unregistered FWUC were created by the Provincial Departments of MOWRAM (PDOWRAM) in order to prepare rehabilitation plans and requests. Most of their committees are not working, do not collect Irrigation Service Fee (ISF) and rarely ensure basic maintenance. Up to now, due to a lack of human resources and financial means, PDOWRAM has not been able to sustain its support to FWUC further than the short-term process of their creation. In many cases further support is provided through external donors funded projects and is limited to project duration. At the end of the project implementation, FWUC have limited capacities and tools to ensure a sustainable management of their schemes and external support are ended. 
IV. Interventions from GRET / CEDAC to Farmer Water Users’ Communities
Since 1998, GRET and CEDAC were involved in two large irrigation schemes rehabilitated by the RGC: “Prey Nup” (10000 ha) and “Stung Chinit” (2000 ha) to support the management transfer to the farmers and users.
The 6 polders of Prey Nup form a system of canals, dykes and gates whose purpose is to protect from sea water intrusion and to evacuate the surplus of rain water to maintain the proper water level inside the polder. The Polders Users’ Community (PUC) of Prey Nup was the very first FWUC registered officially by MOWRAM in 2000. It reaches 15000 members and manage a budget of about 100000 US$ entirely supported through ISF collection from its members. The PUC signed a MoU in 2008 which defines mainly the responsibility sharing between PUC and MOWRAM regarding Operation and maintenance of the polders. Besides elected representatives, PUC recruited a team of professionals to undertake the tasks demanding specific technical skills. PUC can now work autonomously and does not require any more external support except for auditing and probably for some punctual capacity strengthening. 
The Stung Chinit irrigation scheme is fed by a reservoir on the Chinit river. According to its initial design, the water distribution network of canals up to the quaternary level should have allowed independent water management for each plot. This network could not be achieved according to plan due to the very high cost of maintenance and several problems linked to the quality of soil. Primary to tertiary infrastructures are now completed, but the scheme is still currently adapted to answer the water management needs of the users. The Stung Chinit FWUC was officially recognized by MOWRAM in 2006 and counts 2500 members. They manage a budget of more than 40000 US$, but they have collected last year only 8500 US$ of ISF. Its level should increase regularly during the coming years, but the FWUC will need additional budget support for some years and needs to consider revising its functioning costs. The FWUC is currently negotiating with MOWRAM an agreement about the sharing of operation and maintenance responsibilities. In 2007 a new board of representatives was elected and their experience is still limited. Future supports will be necessary regarding accounting, database, maintenance planning. Being given its financial resources, the FWUC can recruit a very limited number of professional staffs to carry out higher level technical tasks. From its side, PDOWRAM has not the proper human resources and financial capacity to ensure a long term and adequate support to the FWUC.
V. The creation of a Service Centre for Irrigation and FWUC
The operation and maintenance of irrigation schemes require FWUC to undertake the following general functions:

· Water management,

· Maintenance of infrastructures,

· Irrigation Service Fee collection,
· Institutional and financial FWUC management.
Looking into details, the proper implementation of these major functions requires a large variety of tasks and skills such as engineering, design, preparation of bidding documents, topography, accounting, financial auditing, information management, database and legal advice, amongst many others. Not all of these skills can be learnt by the farmers and not all of them are required permanently. 

Depending on the scheme size, different organizational options could be proposed from the very small FWUC (village level) who may not need a very professional organization to the very large ones who will choose the option of professionalization, with more salaried staff, and will be able to internalize more specific functions thanks to scale economies. For example, Prey Nup PUC has its own accountant, manages a database of land owners and plots, has staff skilled to implement topography work, prepare bidding documents or monitor works, but still need to externalize functions such as auditing. In between, the limits between internalized and externalized functions have to be defined for each specific case.

For externalized functions, existing commercial service providers do not always provide ad hoc services and/or are not affordable for FWUCs (e.g. an annual audit of accounting and finance, provided by a local certified accountant company, cost from 1,000 to 4,000 USD). 
From his side, PDOWRAM / FWUC department is mainly involved in the phase of creating FWUC, providing them with legal recognition and offering basic training in management. Its intervention is limited in time and scope. Our conclusion is that there is room (and need) for the development of alternative service providers and to strengthen links between FWUCs and existing service providers. 

The main objective of the project would be to allow FWUC to access services which are:

· Good quality, professional services,

· Adapted to their particular needs and to their stage of development,

· Affordable,

· Sustainable

To reach this objective, GRET / CEDAC with the support of AFD proposes to set up a pilot Service Centre in Kompong Thom province. This location gives the opportunity to continue support to Stung Chinit FWUC and to provide services to a significant number of other small and middle sized irrigation schemes existing in this province. 
The Service Centre should get advantage of the experience gained by GRET / CEDAC local teams involved in Prey Nup and Stung Chinit to propose services fitting the FWUC needs and allowing them to manage their scheme in a sustainable way. 

According to the scheme size and condition and the level of FWUC management different kind of service will be required: 
· For the less functional schemes, where no ISF is collected, the main objective will be to enhance the quality of the irrigation service to the members and to guarantee a minimum level of resource for the FWUC in order to undertake its responsibilities. Unregistered FWUC will be linked to PDOWRAM to get proper recognition. These FWUC will need training, but also support for animation to the members and local authorities. This kind of support might be beyond the financial capacity of the ASIrri project, but could be ensured through supplementary funding by and/or collaboration with other project and government agencies.
· For the functional schemes where ISF collection and FWUC management capacities are insufficient to ensure the sustainability of operation and maintenance, the Service Centre could focus on training FWUC on operation and maintenance and supporting ISF collection procedures and its financial management. 
· To reduce running cost and gain from scale economies, several schemes could take benefit from sharing resources using the Service Centre skilled human resources. For example, one accountant or one technician from the Service Centre can bring support to several schemes on a permanent basis. 
· For functions that are not needed permanently, but occasionally, FWUC could be able to hire services on demand, for instance: financial audit, engineering services, works control. Moreover, the Service Centre should consider any request from FWUC in term of support and will keep links with various stakeholders in the sector who could answer demands that are beyond the capacities of the Service Centre own staff. 
The FWUC will have to pay for the requested services, at least partially, but obviously additional financial resources have to be identified. The Service Centre will build a network of institutions, agencies and professionals involved in the irrigation sector. A strong collaboration will be needed with PDOWRAM to ensure that their respective responsibilities and human resources are shared and to avoid competition. This collaboration should bring mutual benefit and enhance the capacities of both institutions. 
The Service Centre will aim at facilitating exchange between FWUC and government and at bringing field issues towards higher levels. For example, the team will promote adapted infrastructures designs to the farmer practice.
This three year duration project aim at testing a range of services in order to adapt them to the needs of the FWUC and of their members and at building an institutional model which could be extended to other areas. This model could be a FWUC federation, a private NGO like agency or a mix of public and private. It still has to be defined, also taking into account MOWRAM strategy for supporting FWUC. 
Our vision:

A Service Centre is created and sustained, and can provide affordable quality services through a pool of professionals, with a practical experience of irrigation management issues
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� This project includes funding for Irrigation Service Centre in three countries : Mali, Haiti and Cambodia with three different operators: IRAM, AVSF and GRET.


� Circular #1, Appendix Part 2, Policy for sustainability of Operation and Maintenance of Irrigation Systems:


"2.2 Transfer the management of the management responsibility and water allocation to the FWUC


(a) Based on the capacity of the farmer organizations, the irrigation schemes shall be transferred to the FWUCs for their sustainable operation and maintenance and for the promotion of irrigated agriculture. Irrigation schemes not fully transferred shall be jointly managed by the FWUC and the government.
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