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A AR RBEOR (F30)

1. OQutline of the Project

Country : Sri Lanka Project title : Technical Cooperation Project for
Agricultural and Rural Development for Rehabilitation
and Reconstruction through Community Approach in
Trincomalee

Issue/Sector : Agricultural/ Cooperation Scheme :
Rural Development Technical Cooperation Project (PROTECO)

Division in Charge : JICA Sri Lanka Office Total Cost : 222 million Yen

(R/D) : 31 October 2005~ Partner Organization: Ministry of Nation Building and
30 October 2009 | Estate Infrastructure Development

Period of (Extension) : Supporting organization in Japan : Nippon Koei Inc.
Coorperation | (F/U) : Related Cooperation :
(E/N) : (Grant Aid) (PROTECO) Mannar District Rehabilitation and

Reconstruction through Community  Approach
Project (MANRECAP)

(Loan) Pro-poor Economic Advancement and
Community Enhancement Project (PEACE)

1-1 Background of the Project

In Sri Lanka, since the late 1970s, the Government of Sri Lanka and the Liberation Tigers of
Tamil Eelam (LTTE) had been firing especially in the Northern and Eastern regions. Following the
ceasefire agreement in 2002 and the expansion of government control areas, many Internally Displaced
People (IDP) has been resettling in the Eastern region, especially in Trincomalee district where is the
centre of political and economical activities of the region. The basic infrastructures and industries
were destroyed by the long lasting conflict, and 60% of people in the district are depending on the
agricultural sector for their livings. Because especially the basic agricultural infrastructures such as
irrigation system were severely damaged, the agricultural production is hovering low. It is, therefore,
inevitable to reinstall these agricultural infrastructures and improve the production in order to rebuild
the area and to develop again the economy of the region.

The Government of Sri Lanka requested the Government of Japan for implementing a technical
cooperation project to rebuild the capacity of community, to rehabilitate the agricultural infrastructures
in communities, and to contribute to the reduction of poverty in the area. Japan International
Cooperation Agency (JICA) started the project titled “Agricultural and Rural Development for
Rehabilitation and Reconstruction through Community Approach in Trincomalee” since November 2005
for the next four years and dispatched five Japanese experts for implementation.

1-2  Project Overview

The project selected 6 villages from three DS divisions hamely Morawewa, Thampalakamam, and
Kuchchaveli in Trincomalee district. 1,500 farmers’ households were selected as direct beneficiaries
and also around 30 frontline government field officers are targeted to improve their technical capacity
in the project.

(1) Overall Goral
The developed approaches and methodologies will be extended in Trincomalee District through
which it will contribute to the activation of rural areas in the region.

(2) Project Purpose
To establish approaches and methodologies for the agricultural and rural development project for
community rehabilitation and reconstruction in Trincomalee District




Outputs

Output 1 : Community-based Organizations (CBO) are strengthened

+ Output 2 : Rural Infrastructures are improved through the Community Managed Rehabilitation
(CMR)

+ Qutput 3 : Technologies for Agriculture and livestock are enhanced.

(3)

(4) Inputs
Japanese Side :
Long-term Expert 5
Short-term Expert 3
Trainees received 6

Provision of Equipment
Local Cost
Others (Infrastructure)

34 million yen
52 million yen
26 million yen

Sri Lankan Side :

Counterparts 34 from different levels

Land and Facilities

Local Cost : Rs.23million

2. Evaluation Team

Members of | (Japanese side)
evaluation | 1. Mr. Terumi lwaya
team

2. Mr. Shiro Akamatsu
3. Ms. Eri Komukai

4. Kenji Kurihara

5. Kenichiro Yuasa

6. Akiko Okitsu

Executive Technical Advisor to the Director General
Rural Development Department, JICA

Senior Advisor, Institute of International Cooperation,
JICA

Senior Advisor, Institute of International Cooperation,
JICA

Associate Expert, Poverty Reduction Team, Rural
Development Dept., JICA

Assistant Resident Representative, JICA Sri Lanka
Office

Chief Researcher, TAC International Inc.

(Sri Lankan side)
1. Mr. R. Thamakulasingam

2. Mr. S. Shanmugasivananthan
3. Ms. Rohini Singarayer
4. Dr.S. Gnanachandran

5. Mr. P.Sundaralingam

Additional Secretary, Ministry of National Building and

Estate Infrastructure Development

Regional Director of Irrigation, Trincomalee,

Ministry of Irrigation and Water Management

Director, Centre of Information Resources Management
(CIRM)

Director Planning, Department of Agriculture, Eastern

Project

Director Planning of Trincomalee District

Period of
evaluation

27 September 2007~ 12 October 2007

Type of Evaluation : Mid-term Evaluation

3. Results of Evaluation

3—-1 Achievement of the Project
3-1-1 Achievement of Outputs

Output 1 : "Community-based Organizations (CBO) are strengthened”
The number of members in each CBO increased in 20 CBOs out of 25.
the members due to displacement of community people by the conflict. 49 Community
Action Plan (CAPs) out of 59 has started their activities. The number of CBO meetings
did not show much changes in the first half of project period. As twice as many CBOs
started to make accounting books comparing from the baseline data.

Some CBOs lost




CBOs gained good understandings of CAPs and community contracts by project trainings
on planning, organizational and financial management. CAPs brought community
together and strengthen their cooperation in an ethnic group and also among different
ethnic groups in some places.

Output 2 : ”Rural Infrastructures are improved through the Community Managed Rehabilitation”
Based on the CAPs formulated in each village, eight community infrastructures were
planned in 5 villages and 7 has started their implementations. Four infrastructures have
already completed. The operational and management plans were formulated for three
community infrastructures already and it was confirmed that others were also going to
have O& M plans soon. Improved community infrastructures were utilized not only for
agricultural purpose but also for other purposes as well.

Output 3 : ”Technologies for Agriculture and livestock are enhanced.”

By using appropriate paddy technologies, yield increased 20% in the demonstration
farms. It is, however, rather early to say if core farmers would continue to utilize the
technologies transferred under the Project since the time length of carrying out the
activities are not sufficiently long. Poultry production, goat and cattle rearing are
managed properly by the beneficiaries. Animal husbandry extension officers started to
utilize the training manual prepared under the Project, which are in three languages with
high quality.

Other output : Income generation activities
(Although this is not mentioned in the original PDM, the activities were carried out
accordingly to CAPs)
The number of adopted income generation practice increased in sewing and handicraft
ventures. Marketing activities have not been observed so far but the beneficiaries have
intention to venture into group marketing activities.

3-1-2 Prospect of Achieving the Project Purpose

The Project purpose is “to establish a model of the agricultural and rural development project
for community rehabilitation and reconstruction in Trincomalee District”. Due to the political
instability in the area, the Project implementation dragged behind in the first half of two years of
implementation period but the activities have been carried out vigorously after the situation stabilized
in the area in 2007. Therefore, the effect of outputs of the Project has not started to show in some
indicators, whereas others show good performance of the Project.

Some activities carried out by the Project, started to show some increase in the income level
among beneficiaries. Also according to the interview survey in the mid-term review, the Project
approach and strategies are recognized as being effective and the Project is also appreciated by the
communities and the government officials from the central level ministries down to the local level
government frontline officials.

These concerns in achieving project purpose are such as the political instability, shortage of
local government frontline officers and mixed donor projects (emergency relief and development
project) which might hinder the achievement of project purpose.

3-1-3 Prospect of Achieving the Overall Goal

It is too early to measure the achievement of the Overall Goal of the Project; however,
following observations indicate the potential of achievement of the Overall Goal. (1) Income
generation ventures and community contract approach are highly appreciated by beneficiaries and
government officials; therefore, these have potential to be accepted as models in the region according
to the different type of communities. (2) Possibility of increasing living standard of the people was
felt by the most of stakeholders interviewed. More opportunities for economic activities emerged
from the Project activities for rural development exist. (3) Project addresses different categories of
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beneficiaries (vulnerable and average) and brings them to the next step. (4) Some factors such as
political instability, shortage of local government frontline officers and mixed donor projects
(emergency relief and development project) might hinder the achievement of project purpose.

3-2 Summary of Evaluation Results

(1) Relevance

The relevance of the Project is considered as high, as it is i) catering the needs of the
communities in conflict affected and Tsunami affected area, ii) consistent with government’s and
JICA’s policies to support recovering, restoration and rehabilitation of North and East regions, iii)
taking account of social and cultural considerations such as ethnic balancing, iv) taking community
participatory approach addressing the needs of the community with close and continuous interactions
with community people, and v) bringing development approach to move from dependency syndromes.

(2) Effectiveness

The Effectiveness is moderately achieved, as it is observed that i) yield increased and quality of
cultivation was achieved by the appropriate technologies in demonstration plots, ii) the scale of
demonstration was comparatively small with the reference to average farm size and the government
extension services are also limited, and iii) the senior government staff perceived the Project as a
good reference to community participation and contribution. Volatile security situation and shortage
of government frontline officers have been the external inhibiting factors to achieve project purpose.

(3) Efficiency

The overall efficiency is moderately high. It was observed that the project activities have been
effectively resulting in the outputs of the project. The efficiency for output 1 and 2 is graded high,
while the one for output 3 and 4 is moderate due to time constraints caused by unstable security
situation and also due to marketing constraints.

(4) Impact

Though it is too early to evaluate the achievement of the overall goal, some positive impacts have
been noted, such as i) infrastructure is being utilized for various purposes than planned, ii) people
have built self-confidence in commencing income generation activities, iii) the Project provides
opportunities for the different ethnic groups to interact with one another and no negative impact
regarding ethnic relations is observed, and harmony among different ethnic groups was strengthened
in certain village.

(5) Sustainability

The sustainability of the Project is graded as moderate with observations that i) positive attitude
among beneficiaries is seen regarding O&M of infrastructures, ii) communities have now organized
themselves to undertake implementation tasks for constructions and income generation activities, iii)
government frontline officers’ technical capacity building is in progress, and iv) Project concept and
approaches have been shared among stakeholders.

3-3 Factors that Promoted Realization of Effects

(1) Factors Concerning the Planning

The community participatory approach was concerned as a factor that promoted realization of
effects in a place like Trincomalee district where its economy mainly depends on agricultural sector
and has mixed races living together in a community. Other factor which promoted realization of
project effects was found as inputs from Japanese side which compensates the shortage of human
resources and capacity of local frontline government officials. The project deployed many local
experts in the project sites who can provide appropriate and timely supports to the community
members to carry out project activities.
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(2) Factors Concerning the Implementation Process

Concerning implementation process which promoted realization of effects, careful concerns and
approaches on ethnic balance in communities was one of the inevitable factor. The project has been
accepted well in communities because of these concerns and approaches to the local situations. As
other factor, the timely and continuous technical supports to the communities from the project side
contributed to the smooth implementation of the project. These technical supports promoted the
community participation and willingness to contribute to the project implementation from the
community aside and this resulted in the quality and smooth implementation of the community work.

3-4 Factors that Impeded Realization of Effects
(1) Factors Concerning the Planning
Factors are not particularly seen in the planning.

(2) Factors Concerning the Implementation Process

Some factors seen in the implementation process, which impeded realization of effects. One
was unsafe security situation in Trincomalee district due to political instability during the first phase
of the project. Because of this situation, Japanese experts had to be evacuated from the project sites
for long period of time. Also in each incident happened in the area, the project team was limited its
movement from one place to another and also the working hours due to security checks at checking
points and limitation of means of transportation.

Regarding Veloor village, the previous agreement between the project and Trincomalee district
was to hold up the commencement of the activities until the Tsunami IDPs would re-settle in
permanent houses and moved out of Veloor village. However, the construction of permanent houses
for Tsunami victims delayed due to the security reasons and finally could complete it in August this
year. Therefore, the project could not have started the activities in Veloor village before the time of
the mid-term evaluation.

In project sites, as it has been seen anywhere in the North and East regions, emergency relief
type projects have been providing equipments and goods to communities without asking any
contributions from the community side because their aim is to reconstruct and rehabilitate the
people’s living up to the previous stage. This project, however, is aiming to encourage and grow the
independent attitude of the community people by asking community contributions to the project
implementation. Due to these opposite nature of projects in an area, the project has been
jeopardized by other emergency relief type projects because people naturally like to get equipment
and goods without much efforts.

3-5 Conclusion

The project aims to establish a development model in the conflict area where has weak
implementation capacity within the existing government system and has been implementing project
activities by promoting communities to participate in the implementation as an active implementer. In
the first two years of implementation period, the peace process was actually broken down but the
approach worked out effectively in such period, though the security has not been secured for the project
implementation. The evaluation team confirmed the effectiveness of the approach and activities, and
also many good examples coming out within the project sites. The project is evaluated as high degree
of accomplishment at the mid-term of the project period despite all of these difficulties and inhibiting
factors existing in the project implementation.

Regarding Veloor village, the project will continue to regard it as a project target village and will
commence the activities as soon as possible with an attention on avoiding duplication with other
existing projects in the village.

The evaluation team could confirm the high regard to the project from the different levels of
stakeholders in the central and local governments and also confirmed that each stakeholder has good
understanding and very strong interests on the project. In the discussion of review meetings with the
Sri Lankan evaluation team during evaluation period, many constructive opinions from the Sri Lankan
side were given and deep discussions among the evaluation members went on for long hours. It
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showed some evidence that they would give continuous and serious supports to the project until the end
of project period.

3-6

Recommendation

I. Recommendations for the Project

(1)

(2)

(5)

(6)

(7)

(8)

(9)

Approach to the vulnerable farmers

Cater for the situation of vulnerable farmers in order to increase the participation in preparation
of CAP meetings and other discussions.

Clarify the approach and methodology for vulnerable farmers.

Demonstration farms

The scale of demonstration farms should be increased according to the scale of farms.
Within a village, monthly tours should be organized to see the performance of the
demonstrations and best practices.

As far as possible, demonstration should be laid where public movements are more.
Compost, CPH supply should be promoted on large-scale in some areas.

Study tour

Beneficiaries should be taken on awareness tours for the appropriate technologies as well as to
see successful stories and best practices for different categories.

Assist transportations for study tours.

Capacity building of the frontline officers

Strengthen the interaction of government staff and JICA project staff from the technical
planning stage up to sharing the results.

Make joint visits of JICA project staff and government staff to the fields.

Once in two months, technical workshop should be held among frontline officers, JICA project
staff and senior government technical staff to review the process, procedures, methods,
constrains and successes of the Project.

Marketing
Marketing information, collecting centers and sales outlets should be established in parallel to
beneficiaries starting production.

Information dissemination of the Project
Successful stories should be documented and publicized.
Demonstration results should be analyzed, documented and shared.

Domestic wells

Rehabilitation of abandoned existing domestic wells for vulnerable group for home gardening.
Beneficiaries are prepared to clean their wells and look forward for the Project to do masonry
work for their wells.

Veloor village

Considering the time frame and other project interventions, JICA will avoid duplications. The
Project will concentrate on CAP preparation and some limited activities.

Assessment and designing of the Project activities for Veloor village is recommended and it
needs to be reflected to the revised PDM.

Harmonization
Keep appropriate consideration for three different ethnicities and where possible, promote
harmonization among the groups.
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Il. Recommendation for JICA Sri Lanka Office
(1) Security management
= Necessary security management should be regularly monitored to deal with unpredictable
situations.

I11. Recommendations for the Central Level Government Agencies
(1) Recruitment and redistribution of government staff
= Recruitment by the central government should be specially done for the Trincomalee district
e.g. Agriculture Officers, Agrarian Development Officers, Agriculture Research and Production
Assistant, Veterinary Surgeon, Irrigation Engineers and Engineering Assistants.
= Redistribution of frontline officers should be effected.

(2) Agriculture Service Centre (ASC) , Nilaveli
= Deployment of staff to the Nilaveli ASC by Department of Agrarian Development and coconut
development board.

IV. Recommendations for the Local Level Government
(1) Capacity building of the frontline officers
= The government senior officials are expected to give necessary directions to frontline officers
on i) strengthening the interaction of government staff and JICA project experts from the
technical planning stage up to sharing the results, ii) making joint visits of JICA project experts
and government staff to the fields, and iii)arranging once in two months, technical workshop
among frontline officers, JICA project experts and senior government technical staff to review
the process, procedures, methods, constrains and successes of the Project.

(2) Donors coordination
= Donors and NGOs coordination needs to be improved in DS divisions. Proper coordination
mechanism should be in place to avoid duplications and to standardize the approaches in the
development works.

(3) Preparation of phasing out of the Project
= Preparation of strategies and phasing out plan to take over the responsibilities needs to be done
by communities and government service providers.

V. Revision of the PDM for the Project

A revision of PDM for the project is recommended based on a consideration on following factors
to make the PDM more consistent to the given environmental conditions and the capacity of both JICA
and Sri Lankan administration. The considered factors are 1) security conditions in the past affected
to the project implementation, 2) prospect on security conditions as well as social recovery situation
of the N & E provinces mainly, 3) level of participation of Sri Lankan administration for the project,
and 4) empirical proof of project performance for the past two (2) years.

As examined, the main parts of the revision are recommended as follows.

Project Purpose : [A model] needs to be clarified as [approaches and methodologies].
Output : Two (2) outputs need to be added in order to ensure the achievement of Project Purpose
and to correspond to the on-going additional activities in the Project.
Over all narrative description and indicators need to be reviewed and necessary collections
need to be made.

- Veloor village : Assessment and designing of the Project activities for Veloor village needs to be
reflected to the revised PDM and a separate set of indicators needs to be identified
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3-7
(1)

(2)

(3)

(4)

(5)

(6)

(7)

Lessons Learned

Different approaches needed for different type of villages; commercial and average who are not
affected, commercial and average who are affected and resettled, and vulnerable groups, in a
development project in order to enhanced the efficiency and quality of the Project activities.

Close and regular supervisions by the Project staff in the fields motivated the community people
and contributions were high. Interactions at the ground level are indispensable for people
centered community development project.

In the area where government services are limited by lack of human resources or budget, national
experts, who are input from JICA, are able to alter them. This is not a normal technical transfer
to counterpart, but effective especially for reconstruction projects after conflict or disaster.

Scaling of the demonstrations needs to be done proportionally to the size of farms in an area.

Awareness trips followed by trainings immediately gave good motivation among the participants
to learn the skills.

Construction equipment provided by the Project improved the quality of the community contract.
Because the Project intervened in the early stage of reconstruction, the Project is appreciated by

people as well as government officials. On the other hand, existence of the emergency relief
projects brought practical difficulties in the implementation on the ground
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