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Background

Since the end of the nineties, the Royal Government of Cambodia 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 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 advise, 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 propose to set up a pilot Service Centre in Kompong Thom province because Stung Chinit FWUC requires further support and there are a significant number of other small and middle sized irrigation schemes 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. 

issues covered during The technical support mission

1. Human resources

2. Description of services

3. Economic viability

4. Main events planned
human resources
· Team – Human Resources
Thanks to the Food Facility funding (January 2010 –June 2011), the field team increased in size and this situation allowed experimenting and carrying out more services to FWUC. Indeed, three additional village facilitators, one community trainer and one SIG engineer were recruited
.

Initially, facilitators’ position was not specific, all of them carried out the different steps leading to a service contract (quick survey and detailed assessment). After 6 months, the coordinator conducted a first staff work assessment. Since then, facilitators’ tasks are more focused on a thematic even though they are able to conduct activities leading to a service contract. So the different fields are covered :
· Irrigated agriculture 

· Database management and mapping

· Water management 

· Water operation

· FUWC management and functioning

· Famer and water network

Besides, the following positions are still fulfilled: project coordinator, irrigation engineer, administrative officer, institutional adviser and operational adviser.

Concerning the position of the ISC director, it was agreed during the last management meeting ( x October 2010) unanimously to transfer this responsibility from the operational adviser to the institutional one.
Finally, in September a new financial manager has been recruited as the project hosted an internship to work on “financial management tools and procedures for Farmers Organization”. They will work together during 6 months and afterwards the financial manager will take over and develop this kind of services for the center. The focus was clearly from the beginning to cover not only the FWUC but also other Famers Organisations (FO). Indeed, there are no organisations for the moment that can provide this kind of services to FO. This could be a good economic opportunity for the ISC.
Description of services
Different types of services have been developed during this year.

Initially, the services were mainly about FWUC re-activation. This first step completed, next service concerned more the physical infrastructure. Thus, activities focused on rehabilitation and/or construction, database management and operation and maintenance plan. The following stage concentrated on the financial management and ISF collection.
These steps are not rigid and depend on the FWUC diagnostic. They have to be adapted to their operational and financial situation.
The following table resumed the different contracts carried out so far.

General points

This table showed the time constraint to raise the FWUC to a situation such as the organisation can offer services of sufficient quality to get an ISF back for it. 

Indeed, the FWUC reactivation includes the membership collection and allows the FWUC to pay the ISC for this service. In most of the cases, the FWUC needs more technical support to be able to offer a quality service. It is only when the FWUC reaches this stage that they can pretend to collect an ISF. The constraint is that the money from the membership fee is not enough to cover ISC fee and running cost till the ISF collection. So there is a financial gap between the beginning of the service and the time they can offer good services.

Normally, the FWUC are supposed to be supported by the government during 5 years in a decreasing way. The first year, the FWUC should receive 100 % of its budget, the second year, 80% till; the last year where she should receive only 20%. In most of the cases, the FWUC were not able to develop a budget and so no financial support was provided. ISC assisted Stung Chinit and Sdao Kong to get this subsidy. The request is to be formulated at Mowram level. FWUC has no habit to address a request at such a level. Other paths should be assessed.

Specific problems
1. Stung Chinit East

In Stung Chinit East the new canal construction implies land loss. According to Cambodian law, people should be compensated in kind or in cash. Project team analysed the situation with landowners and conclude that the best (in terms of time and cost) way to compensate was in cash. People agreed to receive half the amount of land value as they will get irrigation. Land adjustment will be a very long and tedious work to carry out. It is not worthy for such a small area.
The question now is to find the money as the governmental structure does not have the budget for it. A solution could be to use the budget line “FWUC investment” 

2. Hydraulic competences
The team faced difficulties to gather data about water flow, reservoir water capacity, design/sizing of structures (canals, gates). As ISC could not find a khmer expert, the team proposed to find an international one. However, the funding for this kind of the mission is over. Gret will contact organisations that provide experts in the framework of “Congés solidaires”. The mission will be a practical training on water flow measurements
3. Land title

Land titles are not always delivered to all members in the different schemes. The project plans to visit the ”Land Management Unit” in order to get more information on the subject and also to deal with the Stung Chinit East case.

	Contract
	Services
	Membership fee
	ISC fee
	

	1st Contract 5-Kompeah
	FWUC re-activation
	7 445 000 riels
	3 000 000 riels
	

	2nd Contract 5-Kompeah
	Construction

Data base + mapping

O&M
	/
	
	

	1st contract Teuk Chha
	Water management principles
	
	free
	

	2nd contract Teuk Chha
	FWUG creation
	8 830 000
	6 635 600
635 000 from FWUG

6 000 000 by both communes involved
	

	Stung Chinit East
	FWUC creation
Database and mapping

Canal alignment consultation
	5 365 000
	9 500 000
1 500 000 from FWUC

6 900 000 commune

1 100 000 ISC
	

	Stung Chinit North
	Support to FWUC functioning : financial report and database update
	
	1 200 000
	

	Sdao Kong
	Financial management
Database and map update
	
	1 000 000
	

	Machu Nga
	FWUC creation and training

Database + mapping
	
	21 000 $USD
	


Economic viability
The funding will end in December 2011 and it is necessary to foresee/anticipate how the center will continue. At this stage, the center is not economically viable and still need support to afford its functioning. 
Two actions are in progress.

The first one is about to gather and update all the information concerning the expenses and income in order to get an idea of the current turnover.

For each contract, the team forecast the number of days that each of them will spent for the diagnosis and the service execution. The administrative assistant is monitoring their work for each activity in order to get a more precise evaluation of the days needed for each kind of activity. This will provide information to calculate what the ISC could expect from its services.

The second one is to approach potential donors for the center in order to ensure a functioning budget for the next year; at least salaries and running cost.

Main events planned

1.  Financial Workshop

It is planned to organise a workshop in order to present the different financial services that  ISC will develop during the internship. The objective is to share with potential interested farmers organisations, the kind of support that ISC could provide in this field.
2. FWUC network  meeting

Before the meeting, one facilitator will collect the different comments of FWUC about the draft statutes. The meeting will be the opportunity to finalise the statutes of the network and to be recognised officially. During this session, members will be registered. The next step will be to organise the election.

3. Expertise on institutional model

It was agreed during the management meeting to make an announcement for two experts to study the institutional possibilities for the center.
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� At the moment of the mission, the SIG engineer contract was ended up due to different difficulties
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