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Project Details

Organization Name : GRET – Groupe de Recherches et d’Echanges Technologiques

Organization Type : French International NGO

Address : N°22, Street 330, Boeung Keng Kang III – P.O. Box 57, Phnom Penh

Fax : 023 220 283

Phone : 023 220 259

Email : gret@camnet.com.kh 
Name of Project : Irrigation Service Center Project – ISCP
(Projet d’Appui aux Irrigants et aux Services pour les Irrigants – ASIrri)
Funding reference: AFD contract no CZZ1324.01.X
Location(s) of Project:

The Irrigation Service Center will be located in Kompong Thom city and aim at providing services to Farmer Water User Communities and projects mainly in Kompong Thom province (all districts) and in Kompong Cham province (Chamkar Leu district), but also in other places in the country where the service center could be contracted.
Project start date : 01/01/2009
Project end date : 31/12/2011

Sector of Cooperation and Assistance: Water Management and Irrigation
Number of expatriate staff: 
· 1 half time project coordinator
· 1 student internship (2 * 5 months)
Number of national staff

· 5 full-time GRET staff
· 1 full-time staff from CEDAC, National NGO

Number of short term consultants:

· International : 1 monitoring mission per year (by GRET program manager based in Paris)
· Domestic : 1 technical mission per year by CEDAC national expert
Project Objective:

	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 Cambodia.



	Expected results
	· Result 1 : A Service Centre for water users is created in Cambodia. 

· 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 : A national platform 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.




Financial Data

	INCOME DETAILS

	    Donor
	   Amount
	      Core
	     Loan
	     Grant
	      Year

	AFD
	375 000 Eur
	     ▫
	0▫
	375 000
	3 years


Budget Details:
	
	Total Amount
	Y1
	Y2
	Y3
	 %

	Local staff costs
	91 600
	18 320
	36 640
	36 640
	

	Equipment
	3 750
	2 000
	1 750
	
	

	Transport
	18 000
	3 600
	7 200
	7 200▫
	

	Functioning
	25 200
	5 040
	10 080
	10 080
	

	Training costs
	18 000
	3 600
	7 200
	7 200
	

	Operation / support to FWUC
	48 000
	9 600
	19 200
	19 200
	

	Research and publishing
	5 000
	
	2 500
	2 500
	

	Workshop
	6 000
	1 200
	2 400
	2 400
	

	Total inside country costs
	215 550
	
	
	
	

	Expatriates 
	141 600
	
	
	
	

	Outside country administrative costs
	17 850
	
	
	
	

	Grand total
	375 000
	
	
	
	


Total Budget for Duration of project: 375 000 Euros
Project Description         
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. 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. 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 Center 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 Center should get advantage of the experience gained by GRET / CEDAC local teams involved in supporting Prey Nup and Stung Chinit schemes to propose services fitting the FWUC needs and allowing them to manage their scheme in a sustainable way. 

Detailed Terms of Agreement:

The Ministry of Water Resources and Meteorology (MOWRAM) and GRET agree as follows:

Article I

General Terms of Agreement

1.1
The general scope of this agreement for the Ministry of Water Resources and Meteorology (MOWRAM) and GRET is to cooperate in the development, implementation and evaluation of an experimental irrigation service center project according to the Ministry's defined policy guidelines, rule and regulation (Circular No1 and Prakas 306).

1.2
All details of the project implementation will be discussed and carried out in cooperation with the relevant Provincial Directorate of Water Resources and Meteorology, and will be located in Kampong Thom and Kompong Cham Provinces.
1.3
Location of any infrastructure renovation or construction must be in accordance with the Ministry of Water Resources and Meteorology plan for that district or province, and will be discussed in full with the MOWRAM, and to be agreed by the Ministry before any work begins. Architectural desings will conform to national standards.
1.4
The project start date is the 1st of January 2009 and will continue until the 31th of December 2011.
1.5
GRET, in partnership with the Ministry of Water Resources and Meteorology, will review the project at least 3 months prior to its finishing date. After this review, a mutual decision will be taken whether to stop the project at the appointed time, or to seek an extension for a further period.

1.6
Copies of this Agreement are held by the Ministry of Water Resources and Meteorology and NGO-patner for distributing to the Province or National Institute, and form the basic guide for cooperation and work at the District(s), Province(s) or National Institute.

Article II

The GRET Agrees:

2.1 To work toward meeting the following specific project objectives:

To develop, test and sustain follow-up systems and services to water users in order to reach a sustainable operation of irrigated areas in Cambodia.

2.2
To implement the project activities, with a view to achieving the project objectives and outputs as mentioned in the table above.
2.3 To support National Strategy and Programmes for Agriculture and Water 

2.5
To work closely at all times with Cambodian counterparts in order to maximise transfer of skills and to strengthen Cambodian technical expertise and capacity with related skills.

2.6
Where possible to use existing MOWRAM curricula and training materials. 

2.7
To effectively use the approved project budget to meet the stated objectives.

2.8
To provide the Ministry of Water Resources and Meteorology and Provincial Directorate(s) of Water Resources and Meteorology, or National Institute, annual reports based on the calendar year, in line with the guidelines provided, and including:


Statements on activities and progress towards achieving objectives;


Problems relating to project implementation;


Financial expenditure;


Information on number of expatriate and national staff and their roles 

2.9
That any extension or reduction of the project be discussed with the Ministry, and Province or National Institute, and, after funds are secured, a new Agreement, with all appropriate information, be signed.

Article III

The Ministry of Water Resources and Meteorology Agrees:
3.1
Where appropriate to designate suitable counterparts (at Ministry, National Institute, Province and/or Districts) to work with GRET staff, in order for the project activities to be implemented in a timely manner.

3.2
That GRET can employ Cambodian personnel, in accordance with the current written laws of the Kingdom of Cambodia.

3.3
To ensure that the Province or District(s) National Institute promote open communication with the organization to assist planning, management and problem solving.

3.4
To make available in English or French, for the organization to purchase, copies of the National Policy and Plan, National Strategies and Programs and other approved materials to guide activities.
Article IV

General Clause

4.1
The GRET Cambodia Representative, or the officially designated representative, is authorised by GRET to act on its behalf with the Ministry of Water Resources and Meteorology.

4.2
Written amendments to this Agreement may be attached by mutual agreement and approval, and signed by both parties after due consideration.

4.3
This Agreement may be terminated in an emergency situation by a joint decision taken by official representatives of the Ministry of Water Resources and Meteorology and GRET after joint consultation and consideration.

4.4
GRET shall be entitled, after discussion with the Ministry of Water Resources and Meteorology, to bring to an end to this Agreement, if it judges that cooperation is insufficient for effective implementation of the project, or that the security of its personnel or property is endangered due to war, hostilities or other grave disturbance.

4.5
The Ministry of Water Resources and Meteorology, after discussion with the organisation, and on advice from the Ministry of Foreign Affairs, shall be entitled to request GRET to terminate the in-country employment of any individual in their employ, judged to be bringing the Ministry of Water Resources and Meteorology into disrepute, or conducting themselves in an unprofessional manner. If such a request is made, the organization would follow due process.

4.6
The Ministry of Water Resources and Meteorology, after discussion with CDC and the Ministry of Foreign Affairs, shall be entitled to bring an end to this Agreement if the accredited representatives of GRET are judged not to be fulfilling Article II of this agreement.

4.7
Should the laws in force in Cambodia not be respected by GRET the Ministry of Water Resources and Meteorology may, after due notice to the organization, bring an end to this Agreement. 

4.8
This Agreement shall take effect from the date of signing, and shall remain in effect until the project end date, as stated in clause 1.4: 
This Agreement is presented unaltered, in 2 originals, Khmer and English, all texts being equally authentic and of equal value. 

Signed this day of ............................... , 2009
in Phnom Penh, Cambodia.
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