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1. Background of the Planning of Soft Component  

1.1 Components of the Project 

The purpose of “The Project for the Development of Irrigation System in Atari Basin Area in the 
Republic of Uganda (hereinafter referred to as “the Project”) is increasing production of paddy by 
construction of irrigation facilities. The Project includes the construction of following facilities, (1) 
Intake, (2) Main canal, (3) Secondary canals, (4) Tertiary canals, (5) Drainage canals, (6) Maintenance 
roads, (7) Flood protection dykes,  (8) Sedimentation ponds and (9) Land re-organization at model 
sites.  

1.2 Current Conditions in the Target Area 

The target area is located across the two districts, Burambli District (left bank) and Kween District 

(right bank) on the both banks of Atari River which is the water resource of the Project. Agricultural 

field in the target area, mainly in Kween District, is irrigated utilizing a small-scale intake on Atari 

River constructed by a NGO. Taken irrigation water at the intake is distributed to each farmland through 

main canal, secondary canal, and finally tertiary canals. However, gates of the intake have been 

damaged and are not closed properly, which enforces the farmers to mound grasses and soil in front of 

the gates to rise up water level to divert water in irrigation period.   

All of canals are made from earth without lining, requiring utilization of sandbags or local materials 
such as grasses and branches for keeping water level at desirable one even in main canal and secondary 
canals. Such condition entails water leakage from canals, which makes it difficult to distribute irrigation 
water stably to the beneficiary areas.  

At this moment, any institutional activities related to irrigation farming in Bulambuli District and 
Kween District are not observed, instead, facility management and water management are implemented 
at individual farmers’ level. The both districts use the same water source for irrigation, namely, Atari 
River, however, the people in the districts have not had a chance to discuss water distribution among 
them so far. Due to no water management rule, it is difficult for the farmers who own lands in the 
downstream or far from canals to access to the irrigation water, which results in unequal water 
distribution.  

During flood season, namely, from August to October, some people in the upstream area of the national 
road, suffer from floods of Atari River, while others in the downstream area face both flood from Atari 
River and inundation by backwater from the wetland.  

1.3 Challenges in the Target Area 

For sustainable effectiveness of the Project, 1) construction of irrigation facilities with proper irrigation 
& drainage functions, and 2) establishment of an organization responsible for operation & maintenance 
(O&M) and 3) capacity development are necessary. Challenges in the target area are as shown below: 

Item  Contents 

Development of the water 

intake facility 

For the purpose of even water distribution of Arati River to Bulambuli District and Kween 

District, the intake facility, which has function to stabilize water level and to distribute 

prescribed  amount water, will be constructed.  

Development of irrigation 

& drainage facilities 

Irrigation and drainage systems equipped with water level adjustment gate (check gate) and 

diversion gates, and supplementary facilities, are to be developed for stable water distribution. 

Rural road (maintenance road) for regular inspection, O&M and access to the fields, also will 

be constructed.     

Construction of Embankment will be constructed to prevent flood intot the target area. 
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Item  Contents 

embankment 

Capacity building in the 

field of management for 

regional government staff 

(district agricultural 

officer) 

For the purpose of sustainable O&M and even water distribution, capacity development in the 

field of O&M irrigation facility for regional governmental staff (district agricultural officer) will 

be done, which enables them to train farmers directly. Especially, since Bulambuli District and 

Kween District share only one water intake in the Project, it is needed to develop skills of 

official personnel (district agricultural officer) of both districts uniformly, which can lead to 

integrate them to one organization.  

Establishment of rule for 

O&M of irrigation facilities

Water distribution map by canal and O&M manual will be prepared for even water distribution 

and proper management of irrigation facilities. At this moment, water right of Atari River has 

yet to be obtained. After the Project, water intake will be implemented based on the water right 

to be approved by Ministry of Water and Environment: MWE.  

 

1.4  Necessity of Soft Component 

As mentioned previously, no institutional activities regarding water management is done in both 
Bulambuli District and Kween District, and individual farmers implement facility management and 
water management. In spite of the same water source for those districts, the people do not hold any 
discussions for water distribution. Current condition that a water management rule is not prepared 
obstructs access to irrigation water for farmers who own their fields in the downstream and far from 
canals, entailing uneven water distribution among the farmers. 

Under the conditions, O& M of irrigation facilities is due to done by Water User Association (WUA) 
in Uganda. The Ministry of Agriculture, Animal Industry and Fisheries (MAAIF), the executive agency 
of the Project, is responsible for supervision of the operation of WUA and technical supports.  

 However, at this moment, administrative procedure for WUA registration and governmental 
organizations to facilitate O&M are still under development.  

Agricultural officers and agricultural extension workers who support farmers technically in cooperation 
with MAAIF are allocated to both Bulambli District and Kween District. Also, in these districts, Project 
Area Coordination Committee (PACC), which consists of the elected representatives of beneficiary 
farmers, are established and have cooperated to the Project since the period of the Feasibility Study. In 
the future, PACC is expected to becomes main body of WUA which responsible for the maintenance 
of irrigation facilities supported by MAAIF and District agricultural officers. In such a situation, in 
order to actualize operation of irrigation facilities by PACC and enhance the implementation system of 
maintenance, capacity development for District agricultural officers, agricultural extension workers, 
and MAAIF officers in the field of 1) O&M of irrigation facilities, water management techniques and 
2) establishment of farmer groups is necessary in terms of the Project sustainability. Moreover, due to 
few functional irrigation facilities in the target area, training on O&M by the Japanese engineers will 
be very meaningful.  

2. Purpose of Soft Component 

For the Project sustainability, O&M of the facilities have to be done by the farmers themselves after 
the Project completion, which requests the regional office staff to provide technical training for the 
farmers. Considering such situation, purpose of the soft component is set that “Agricultural officers in 
the districts acquire necessary knowledge and skill to provide the farmers with proper instruction of 
(1) O&M of irrigation facilities, and (2) water management”.  

3. Outputs of Soft Component 

Two outputs and activities for achievement of the purpose of soft components  are as follows: 
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(1) Improvement of O&M techniques of irrigation facilities 

Output 1：Rule for O&M of irrigation facility is officially written, and it is noticed to parties concerned 

including the farmers 

＜Activities＞ 

・Preparation of irrigation network map of the model site 
At first, irrigation network map will be prepared in the model sites through the identification of 
irrigation area by the irrigation canal.  Through such process, technical transfer for even water 
distribution will be done. The Japanese engineer will support the District Agricultural Officers and 
MAAIF official personnel to prepare an irrigation network map. 

・Preparation of water users list in the model area 
Through preparation of water users list, the skill of collecting basic information for even irrigation 
water distribution is transferred. The Japanese engineer will support the District Agricultural 
Officers and MAAIF official personnel to prepare a water users list.  

・Explanation of irrigation purpose and meaning 
Purpose and meaning of irrigation will be presented to the farmers, which can deepen their 
understanding of advantage of irrigation and points to be considered. The Japanese engineer will 
support the District Agricultural Officers and MAAIF official personnel to prepare training 
materials, and to explain the matters mentioned above by using the materials.  

・Preparation of the regulation speculating farmers’ activities 
The regulation speculating farmers’ activities for proper management of irrigation facilities is to 
be prepared. The Japanese engineer will support the District Agricultural Officers and MAAIF 
official personnel to prepare the regulation. 

・Explanation of the regulation to the farmers 

At the explanatory meeting, necessary techniques to be shouldered by the farmers for use of 

irrigation facilities will be presented. The Japanese engineer will support the District Agricultural 

Officers and MAAIF official personnel to promote farmers’ understanding at the meeting. 

(2) Improvement of water management 

Output 2：Farmers can shoulder daily water management 

＜Activities＞ 
・Preparation of O&M manual of irrigation facilities 

Seasonal irrigation plan and continuous O&M of the irrigation facilities are essential for proper 
water management. Therefore, the O&M manual describing 1) even water distribution based on 
the irrigation plan, and 2) regular maintenance is to be prepared. The Japanese engineer will 
support preparing the manual, covering a series of irrigation facilities from headworks to tertiary 
canal, in collaboration with the District Agricultural Officers and MAAIF. 

・Organization of explanatory meeting to present the O&M manual for irrigation facilities to the 
farmers 

An explanatory meeting aiming at proper O&M by the farmers will be organized by presenting the 
manual mentioned above. The Japanese engineer will support the District Agricultural Officersto 
explain the manual to the farmers.  
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・Support of study tour to the advanced area 
Through the study tour to the advanced area, the farmers are expected to learn good practices of 
proper water distribution and importance of maintenance of irrigation system. The destination of 
study tours is Doho Irrigation Scheme, and the tour can promote the farmers’ understanding of 
roles of WUA, water management rules and so on. The Japanese engineer also will join in the tour 
to support explanation to the farmers, and to facilitate exchange of views between farmers of the 
target area and the advanced area.   

・Practical Training of O&M  
Technical training on gate operation of water intake and diversions on canals based on the 
irrigation schedule will be organized. Also, training on dredging of canals, drainages and 
sedimentation ponds, and simple repair of roads and embankments will be implemented. The 
Japanese engineer will provide the District agricultural officers, agricultural extension workers,  
the farmers’ groups which core member is PACC, and MAAIF officials with training of the gate 
operation and simple repair.  

・Training on land reorganization and farm ditch construction works in the model area 
On-site training on land reorganization, farm ditch construction and facility maintenance will be 
implemented in the model site. Farm ditches are important facilities for even water distribution in 
the farmland. Therefore, the training will target the District agricultural officers responsible for 
planning and supervising of such construction works, and farmers in charge of management of 
those facilities. The Japanese engineer will determine one model site per each district and organize 
training on land reorganization and farm ditch construction works.  

・Manual revision based on the lessons learned through the on-site training 
Lessons learned of gate operation and O&M of facilities through the on-site training will be 
collected and they will be compiled for manual finalization. The manual revision will be done by 
the District agricultural officers under the support of the Japanese engineer. 
 

4. Verification Measures of Achievement 

Verification measures of achievement are illustrated in following table. The degree of achievement will 
be verified by using indicators shown below: 

(1) Improvement of O&M techniques 

Output  Indicator  Verification Measure 

Necessity of O&M of new 

irrigation facilities is well-known 

by persons concerned  

including the farmers 

Irrigation network map of the model 

area is prepared. 

Confirmation whether Irrigation 

network map is prepared 

Water users list in the model area will 

be prepared.  
Confirmation of water users list 

Regulation stipulating farmers’ 

activities will be prepared.  

Preparation of the regulation 

Confirmation whether the regulation 

is distributed to the beneficiaries 

Explanatory meeting on O&M of 

irrigation facilities is organized 

targeting the farmers.  

Record of the explanatory meeting 

(minutes of meetings, participants 

list) 
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(2) Improvement of water management techniques 

Output  Indicator  Verification Measure 

Farmers can shoulder daily 

water management by 

themselves 

Preparation of O&M manual of 

irrigation facilities 

Compiling of the manual 

Confirmation whether the manual is 

distributed to the farmers 

Obtaining of proper gate operation 

techniques on intake and diversions 

on canals 

Confirmation whether gate 

operation for proper water 

distribution is done  

Obtaining of O&M techniques on 

canal, farm ditch, sedimentation pond, 

road and embankment 

Confirmation whether O&M is 

implemented in accordance with the 

manual 

Obtaining of techniques regarding 

land reorganization and farm ditch 

construction 

Confirmation whether construction 

works are done in accordance with 

the manual 

Training on water management 

techniques targeting the farmers 

Record of the training (venue, date, 

participant list and so on) 

 
The Project targets 1) canals classified from main canal to tertiary canal in the Project area, and 2) farm 
ditch and land reorganization in the model area. Land reorganization which is not covered by the Project 
in the target area also will be targeted in the future by the farmers’ groups under the supervision of 
District agricultural officers. Therefore, technical transfer related to land reorganization, farm ditch 
construction and O&M of those facilities is to be done.  

5. Activities of Soft Components (planned inputs)  

Activities of soft component are proposed as shown below: 

Component 

Target 

Activity 
MAAIF

District 
Agricultural 

Officers 

 Farmers 
group 

MWE 

Improvement 
of O&M 
techniques  

◎ ◎   
(1) Support of irrigation network map 

preparation 

◎ ◎   
(2) Support of water users list 

preparation 

◎ ◎    
(3) Support of explanation of purpose 

and meaning of irrigation 
◎ ◎   (4) Support of preparation of regulation

  ◎    
(5) Support of presentation of regulation 

to the farmers 

Improvement 
of water 
management 
techniques  

  ◎   
(1) Support of preparation of O&M 

manual on irrigation facilities  

  ◎    
(2) Support of presentation of the O&M 

manual to the farmers 

◎ ◎     

(3) Support of study tour organization to 
the advanced area (Doho Irrigation 
Scheme), which targets MAAIF staff, 
MWE staff, District agricultural 
officers, board members of the 
farmers groups and gate keepers (in 
total 20-30 persons)  
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Component 

Target 

Activity 
MAAIF

District 
Agricultural 

Officers 

 Farmers 
group 

MWE 

  ◎     

(4) Support of on-site training on O&M 
of canals, gate operation, tertiary 
canals, sedimentation ponds and so 
on  

  ◎    
(5) Support of on-site training on land 

reorganization and farm ditch 
construction 

     
(6) Support of manual modification 

based on the lessons learned 
through the on-site training 

◎：Main target,  ：Sub-target,  ：Participants 

6. Securement of Resource for Soft Component 

Persons responsible for the soft component are expected to have experience related to O&M of 
irrigation facilities, ability to analyze current conditions of farmer groups and skill to prepare some 
documents such as code and manuals. Moreover, it is expected that they can involve the governmental 
office staff and the farmers in the soft component activities, and can prepare and implement technical 
training for capacity development related to O&M of irrigation facilities.  

The planned soft component activities will be implemented in parallel with the main construction phase. 
Therefore, they are requested to coordinate with the construction contractor and the supervising 
consultant smoothly. One Japanese consultant will be dispatched to Uganda and work for the soft 
component activities in collaboration with the Ugandan counterparts.  

The training will be implemented in local language instead of English, therefore, it is needed to employ 
one interpreter/facilitator for the Japanese engineer for the manual preparation and training 
organization.  

Necessary experience and responsibilities of the personnel for the soft component are as shown below: 

(1) Japanese engineer: 1 person 

The Japanese engineer is expected to provide technical support for proper irrigation facility 
management in a sustainable manner. The manual on O&M of irrigation facilities should be practical 
and useful considering request from the Government of Uganda, and current technical level of the 
farmers. Therefore, the Japanese engineer will prepare training schedule and set-up the implementation 
structure of soft component in collaboration with the Ugandan counterparts referring to lessons learned 
so far. 

(2) Ugandan Counterpart: 4 persons 

Ugandan counterparts, who support the Japanese engineer, are to be assigned, and they are expected to 
support the establishment of WUA in future and to obtain skills of irrigation techniques through the 
soft component activities with the Japanese expert. They are responsible for even water distribution of 
Atari River to both Kween District and Bulambuli District. Therefore, following four personnel are 
planned to assign, namely,  MAAIF staff (C/P of the grant aid project), District Agricultural officers 
in both districts who are in charge of coordinating water distribution, and  MWR Mbale regional office 
(irrigation engineer).  
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(3) Local resource: 1 person 

One interpreter/facilitator to support the Japanese engineer is to be assigned. Given that plural 
languages are spoken in the Project areas, personnel who can handle such situation is to be employed.  

Component Activity Procedure 

2nd year of 

works 

3rd year of 

works 

Japanese

(days) 

Japanese

(days) 

Preparatory 

works (in 

Uganda) 

Preparatory works 

Discussion between both 

governments, preparation of 

schedule 

4.0 4.0 

Employment of local staff 3.0  

Improvement of 

O&M 

techniques on 

irrigation 

facilities 

(1)-1
Support of irrigation and land use map 

preparation (Bulambuli District) 

Preparation of irrigation and 

land use map of the pilot area 
18.0 

 

(2)-1
Support of water users list preparation 

(Bulambuli District) 

Preparation of water users list 

preparation in the pilot site 
 

(1)-2
Support of irrigation and land use map 

preparation (Kween District) 

Preparation of irrigation and 

land use map of the pilot area 
 

18.0 

(2)-2
Support of water user’s list 

preparation (Kween District) 

Preparation of water users list 

preparation in the pilot site 
 

(3) Support of explanation of purpose and 

meanings of irrigation 
Explanation of irrigation 7.0  

(4) Support of code preparation Code stipulating roles and 

responsibility of the farmers 
6.0  

(5) Support of the code presentation to 

the farmers 

Organization of explanatory 

meeting targeting the farmers 
2.0  

Improvement of 

water 

management 

techniques 

(1) Support of preparation of O&M 

manual on irrigation facilities 

Preparation of O&M manual 

on the newly constructed 

irrigation 

 15.0 

(2) Support of presentation of the manual 

to the farmers 
Manual presentation  3.0 

(3) Support of study tour organization to 

the advanced area (Doho Irrigation 

Scheme) targeting the regional 

government staff, board members of 

the farmer groups, gate keepers, 

MAAIF staff, MWE staff, in total 20-30 

persons 

Study tour to the advance 

area which implement 

common use of irrigation 

facilities 

 7.0 

(4) Support of on-site training on O&M 

(canals, gate operation, tertiary 

canals, sedimentation ponds)  

On-site training on O&M of 

irrigation facility by using the 

manual 

 7.0 

(5) Support of on-site training of land 

reorganization and farm ditch 

construction 

On-site training on land 

reorganization and farm ditch 

construction 

7.0  

(6) Support of manual modification based 

on the lessons learned through the 

activities 

Finalization of manual based 

on the site-training 
 4.0 

  Total (days)  47.0 58.0 

 Total in Uganda(days)* 63.0 78.0 

  Total (MM)  (2.10 MM) (2.60 MM)

* Total in Uganda(days) = Total(days) x (1/(22/30)) = Total(days) x 1.36 
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7. Implementation Schedule of Soft Component 

The soft component activities will be implemented just after completion of intake facility construction 
works and technical support for preparation of irrigation network map and water user list will start 
targeting 12 ha model site for land reorganization. On-site training and study tour to the advanced area 
will be organized from 3 months before of the completion of whole construction works.  

1st phase: for 2.10 months from May 2021 
2nd phase: for 2.60 months from April 2022  

8. Reports of Soft Component 

Results of the soft component activities will be compiled as a series of reports as shown below and they 
will be submitted to the Government of Uganda.  

・Soft Component completion report 

・Irrigation network map of the model site 

・Water users list in the model site 

・O&M manual of irrigation facilities 

・Code stipulating farmers’ activities 

9. Cost of Soft Component 

Item  Amount (1,000 JPY) 

(1) Direct Labor Cost (4.70 MM) 3,562,600    

(2) Direct Cost 6,641,864    

(3) Indirect Cost 7,410,208    

Total Amount of Soft Component (1)+(2)+(3) 17,614,672    

 

10. Roles and Responsibilities of the Government of Uganda 

10.1 Roles and Responsibility of the Government of Uganda, Implementation Agency and the 
Beneficiaries 

Schedule of soft component activities will be adjusted, so that the District agricultural officers and 
agricultural extension workers in Bulambuli and Kween, MAAIF staff and MWE regional office staff 
can participate in. Moreover, participants and actual dates are to be coordinated. Arrangement, 
organization and coordination of workshops and meeting will be shouldered by the Government of 
Uganda.  

10.2 Feasibility 

Both district office staff and MAAIF official personnel understand the importance of irrigation 
sufficiently. On the other hand, the soft component aims at capacity development of the farmer 
organizations, would support establishment of a WUA. Those attempts could synergize for the Project 
sustainability.  

10.3 Anticipated Obstacles 

Actual O&M of the irrigation facilities is shouldered by the farmer organizations (WUA), and not only 
techniques gained by the soft component but also budget for repair of the existing facilities is necessary. 

A5-10
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For a while, MAAIF is requested to secure necessary financial resource for regular maintenance such 
as repair of facilities. 

10.4 Measures against Obstacles 

Implementation organizations of the soft component activities are District agricultural officers in each 
target district. They have worked as PDCCi members since the previous feasibility study, therefore, 
they are essential for the soft component activities. It is needed to secure budget for their activities, 
however, there is a possibility that financial support by MAAIF is not sufficient. In such case, it is 
proposed to secure the budget under the support of MWE for construction of relatively large-scale 
irrigation facilities such as water intakes.    

i Project District Coordination Committee: The organizations were established in 2015 in 
both districts for paving the way toward success of the Project. These members are consisted 
of technical officers who have necessary techniques and professional knowledge for the 
Project. These technical officers are on report line to the central governments such as 
MAAIF and MWE, however these places of business and whose salary payer is each district 
government. The PDCC of the Project is consisted of technical officers who have specialties 
of agriculture, irrigation, environment, land and gender. 
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Table 1.1.11  Comparison of Alignment of Protection Dyke and Protection Area (repeated) 
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Discount Rate (%)

1)

2)

3)

4)

5)

Figure:

et al

Note:

Total economic value of wetlands products and service in Uganda
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point = 1 point = 3point = 4point = 2point = 5

Total Point 24 36 38 35 25 
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