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Introduction

Water management and improvement of water is a priority for agriculture development and poverty reduction in Cambodia. “The Royal Government of Cambodia has invested regular efforts in the rehabilitation of irrigation schemes in the country. There is also a strong commitment by the External Development Partners to support the development of this sector” 
. The Royal Government of Cambodia believes that decentralization and deconcentration on one hand, and participatory management by users in the other hand, are the keys for an efficient and targeted action. Therefore, “In 2000, The RCG issued details of a coordinated government policy that provides for the gradual transfer of responsibility for self-financing of O&M (Operation and Maintenance) to Farmer Water User Communities. The Participatory Irrigation Management and Development was adopted in July 2000 through the circular n.1.” 

The implementation of this policy has led to the creation and registration of about 350 FWUCs so far, and the organization of training for its committee members. The Royal Government of Cambodia is not alone in its action. Many NGOs are involved in Water Management and extension support. 

However, this policy faces difficulties:  as quoted by GRET, “looking into details, the proper implementation of (the) 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”. 
At the same time it has been observed by GRET that the success of an effective participatory water management program relies on the benefits the group members receive in terms of wealth and income. It appears that the analysis of this “benefit for farmers” has been given little attention and little specific agricultural extension action has been linked to the implementation of the transfer of responsibility to the FWUCS.

The last difficulty, but not the least, is that most rehabilitation programs focused on reservoirs and main canals, assuming that secondary and tertiary canal repair would be the first act of the newly created FWUCs. Its committee members hence face the task of collecting irrigation fees from farmers who can’t even see the water coming to their plot.

Providing support to so many communities and facing the above three difficulties challenges the Cambodian institutions and NGOs. It requires an organized scheme. 

The idea that the aim of self financing and managing by FWUCs would be required to move from a top-down support delivery to a bottom-up services demand has been put on the table. The ASRirri project lead by GRET and CEDAC was started in 2009 in order to frame such a new vision through the experiment of a “Service Center” dedicated to answering the demands of the well established FWUC committee members
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Source : The TWGAW preparing a Strategy for Agriculture and Water
Our present mission aims to provide recommendations for the process of building Service Centers according to the Cambodian development policy and institutional background consistent with all the actors working on water management and extension programs, and to identify the key factors for sustainability of the Service Center. 

To translate the answers to the above mentioned objectives into operational and concrete terms, the methodology of work employed will be inspired by that governing the development of a general policy of a company. This methodology makes it possible to retain in operational proposals only those options which, together, represent coherence. Moreover, this methodology allows, in the arbitrations or subsequent choices, when it refers to this identification mission, to measure the inflections generated by the decisions on the missions and unclaimed values of the project. Methodology poses assumption of fundamental principles (mission, values and governorship), of ambition and medium-term objectives; proposals on the functioning procedure (financing, professional ethics, transparency, legal organization and management modalities) and on the development levers on which the services center will be based (institutional and operational partnerships, diversity of the targeted customers, diversities of the potential services). 

The proposal on the implementation steps will be based on the analysis of the current potentials resulting from the experiment from the FWUC and other listed initiatives and on a prioritization of the targeted services for the years to come.

Fieldwork was conducted from November 23rd to December 8th 2009,in Phnom Penh, Siem Reap province and Kompong Thom province, with interaction with MoWRaM and MAFF, Pdowram and Pda, NGOs, commune chiefs and FWUC leaders. 

We worked on the basis of the report and inventory made previously by Kim Sreang BOUY and benefited from his interaction.

Interaction with the Gret and Cedac project team allowed us to focus on the first experience of contracted service with fwuc, and to design recommendations for the financial sustainability of a service center, the diversity of targeted customers and the way a service center can provide added value to both FO leaders and NGOs through a range of services financially accessible to the FOs.

Action of institutions and NGOs to match support needs of the FOs

The Kim Sreang BOUY mission, conducted as a preparatory work to the current mission, has described  the needs of Farmers Organizations (FOs) in general and the roles of the institutions, donors and NGOs in agricultural extension and water management. 

Describing the needs of the farmer organization leaders, Kim Sreang Bouy emphasizes the following points: 

· Understanding the Royal decrees on establishment and functioning of the ACs or FWUCs, and eventually on the FO’s roles and responsibilities; 
· Need for training on, 
· Agricultural techniques, water management and distribution (FWUCs), credit management skills (ACs - agricultural cooperatives)
· Communication skills for interaction with authorities and members of the FO, 

· Facilitation and management in order to select shareholders of ACs or to collect water fee in FWUCs ;

· Database management and audit, especially for updating the list of farmers who must pay the water fee or those who are shareholders in ACs
· Construction services in order to have a completed irrigation system to ensure the availability of water
Analysis

It is interesting to draw a parallel between the extension action aiming to create and support farmers’ organizations towards the implementation of Agricultural Cooperatives (ACs), and the action for water management aiming to set up efficient Farmer Water User Communities (FWUCs).

This statement, reinforced by the above mentioned need for extension action to transform water availability into benefit for the farmers, allows us to go further ahead in directions of both agricultural extension and water management. 

Our interviews showed us that the two first kinds of needs were provided by both the Ministry at the national and provincial level and by NGOs (through support programs), mostly at the time of their creation and during the first years of the FOs. 

Facilitation is also supported by NGOs as long as the programs are running and sometimes include database management.

The last needs are related to funding, which are not under the purview of the Service Center. But we have to take it into account as it reveals the crucial role played by financial support.  Both the Government and NGO’s actions (and the need for construction and rehabilitation) indicate the necessity for the development of links between the activities of the Service Centers and traditional support systems.
For this purpose, in addition to the descriptions given by Kim Sreang BOUY, we will analyse the action of NGOs and eventually their needs regarding the potential action of a Service Center. 
AVSF – Agronomes et Vétérinaires Sans Frontières
An association present in Cambodia since 1991, AVSF, which was at first involved in training veterinarians, gradually moved towards animal health care programs (selection and technical consultation). This resulted in the setting up of VAHW - village animal health workers - who now enjoy legal status and provide consultation and resources.

AVSF observed that the main requirements in villages were to find solutions to debt load through setting up of rice banks and fertilizer banks associations, both in kind, and next through savings and credit cooperatives. The first task of AVSF therefore in terms of constitution and support of FOs included these three activities.
As soon as the organization succeeded in ensuring self sufficiency in food for its members, it moved on towards the research of revenue through commercial cultivation or livestock farming. 

Ongoing project

In one of its current projects named  Komrong Daikou (literally «project together») AVSF aims to strengthen the capacity of Farmers Organizations (FO) to develop services for their members and to improve their representation and recognition at the local and national level. The project is being carried out  in four provinces, from 2007-2010, mainly in village based associations, involving small groups of farmers (20-100), from some ACs and CBO (community based organizations), working for all villagers. In 3 provinces AVSF has employed a correspondent in charge of development activities. In the fourth province this function is being carried out by a partner (ADA). These correspondents work in close cooperation with a counterpart of the Provincial Department of Agriculture (PDA).

These initiatives lead the AVSF to develop the concept of «Pilot Farmers», equivalent to village animal health workers (VAHW), for the technical aspects of agriculture. AVSF works for the official recognition of these local networks and develops tools for costs and benefits analysis, which it intends to transfer to them (an activity undertaken up to now for livestock breeding, and recently initiated for agriculture (market gardening, rice cultivation, etc.).

Another important point in the mode of governance promoted by the AVSF is that the correspondents support the officials of the FOs in the preliminary definition of their micro projects (identification, financial viability, objectives, etc.) and evaluation criteria that will be reviewed on annual basis. This is carried out by farmers’ committees, external consultants and representatives of the State. It is sanctioned by a variable subsidy according to the score: this subsidy allows for investments, in a mill, for example. 

Today, in the FOs  which are points of sale, members contribute towards the capital (they do not subscribe to it).  The FO therefore distributes dividend to its members in proportion to its sales turnover.

Limits of the activities as experienced by the AVSF: 

All the projects are time bound.  However autonomy of the FOs at the end of the project is difficult to achieve, and often represents a brutal change in their mode of functioning. 
The groups and NGOs need more criteria for evaluation and capitalization.

Rigid partitioning between the projects conducted by the numerous NGOs is a handicap. This partitioning results in the difficulty to pool resources and competencies on the one hand, and to capitalize on experiences on the other..

Finally AVSF currently is examining the possibility of setting up of a federation of FOs: what would be their role, what services do they need to be provided? Between lobbying for the benefit of its members and capitalization between the groups? But there again, the partitioning that exists between them is a major handicap. 
Analysis

The logic of a development project among the groups can be represented in the following diagram:


The Service Centre becomes useful when the FO is properly structured, after the first phase of the development projects. This first phase consists of setting up of the group dynamics and to strengthen its capacities.  

The service Center’s utility is confirmed when it allows for pooling of competencies and services, for example in situations that simultaneously call for database management, development of internal communication within the group (FO) and capitalization between projects.  Costs would be kept to a minimum through this specialized competence shared between a large number of groups.  The conditions for lowest costs would have to be examined in order for the groups to take charge of it themselves. The FO members of the Daïku project currently contribute up to 25 % of their micro-projects and pay for their loans.
The Service Centre would therefore play a direct role in the FOs, which would start while the development project is underway and still continuing. The Centre would simultaneously propose capitalization services to the NGOs, and intervene in projects in a complementary role. 
Services provided
· The Service Centre could have a durable computerized structure to support the cost and benefits analysis of the pilot farmers and their « clients ». 

· The activity must be carried-out in a nearby area. 

· The pilot farmers must be paid. They can then convey the results and organize development services among the villagers. 

· Teaching tools for presentations must be developed to communicate the results.   

· The leading teams of the FOs often complain that their members do not always attend the meetings. The FOs wish to spread their activity to include other farmers in their villages. 

· Propose the cartographic approach for the presentation of economic results per cultivation. 

· The Service Centre could suggest exchange visits between villages to the groups. 
· The Service Centre could become the coordinator ensuring logistics, transparency and adding value to the annual evaluation procedures of the FO’s micro-projects. 

· Evaluation would include financial auditing.

· Support following evaluation would be in the form of help in strategic planning of the activity of the project group to contribute towards obtaining the objectives of the micro-projects. 

· The Service Centre, being an agent in the evaluation process, could provide an opportunity for capitalization and engage all the NGOs and groups in a Plan Do Check Act (PDCA) culture, using comparisons as a source of inspiration for future progress. 
·  Every NGO which would receive a capitalization, for example in the form of statistics, could finance this capitalization and evaluation service by providing an item in its budget at the time of submitting their project proposals.  
Conditions for emergence

For this to happen, an action must take place during the experimentation period that would encourage generalization of the approach by prior definition of criteria:  the evaluation strategy of the FO and of their micro-projects through notation of established criteria with the help of the members.

Define and quantify the potential market. The Service Centre’s intervention presupposes that the members of the OP would participate in cultivating cash crops ? For example, according to AVSF, in 2010, 2/3 of autonomous OP carried out activities for members producing food crops. A quarter of the FOs would be in favour of marketing and therefore constitute potential clients of the Service Centre.

The follwing diagram can then be considered: 






The World vision experience

The activity of World vision is focused on the small scale Farmer’s Organizations, even where irrigation schemes are concerned. They have established that the impact of their activity was better in such small scale schemes.  Their support team is of 150 staff members including 60 volunteers in Kompong Thom province. They support 160 groups in this province.

Their experience allows them to draw a group construction process as given below: 

Step 1: Identification of family needs, groups’ opportunities, designing of designing of group targets and mobilizing leaders. This can take 2 years. 

Step 2: First micro project, with funding from World vision to achieve a wealth target for the members. This project lasts for 5 years.

Step 3: Second project dedicated to the development of a profitable activity for the group, meaning an activity that provides returns for the members and for the group (like saving/lending money). It takes another 5 years, and necessitates a starting up funding from the NGO. 
Step 4: Transition step towards self sufficiency of the group. World vision has established a scoring methodology to assess the sustainability of the group. This transition period may last for another 3 years, but may not necessitate any funding but service support to enhance the sustainability of the group. 

Analysis

The design of the process is very close to the one we have described based on AVSF activity.
The fourth step of evaluation and progress towards sustainability may be the transfer period from NGO support to demand driven service. Both World vision and service center could collaborate. This transfer would allow World vision to focus on starting up new groups

Out of the 160 groups World vision is supporting, 30 % of them should be strong enough to sustain their activity on their own.

Services to the FWUCs : ASIrri project

The policy of the government, through the PIMD, aims to establish FWUCs which are meant to handle the irrigation system maintenance. They have to collect ISF from all the farmer water users in order to match the expenditure.
The ASIrri project aims to design this maintenance activity by FWUCs, following  another approach to the case, different from supporting one community through a dedicated team, as in the case in Stung Chinit and Prey Nup, for example. These two FWUCs have been supported through projects for several years. The idea of ASIrri is to switch towards a demand driven activity, since these two established FWUCs are able to design their support need, assuming that a need does exist.

Hence, one of the first aims of the current project ASIrri  is to provide the two existing FWUCs  from Stung Chinit and Prey Nup,  with sufficient contractual support,  so that they  both have  a future.

Beyond those two schemes, implementing services to fwucs assume that an irrigation system and a fwuc exist. The informal survey that GRET has been able to do shows that the water source and the main canal have been created or rehabilitated, on behalf of MoWRaM and the provincial department. At the same time PDoWRaM have implemented the creation of the fwuc.

Most of the time no secondary or tertiary canal has been rehabilitated. So the fwuc committee members that the service center staff meets face the challenge of mobilizing farmer water users whereas the effective water supply doesn’t reach their plots.

According to our interaction with the ASRII project staff, we can draw the following process to allow the implementation of Fwuc action after the action of PDoWRaM has been completed.

1. Creation of a membership feeling among a majority of the fwuc members. 

· This means the creation of subgroups according to the secondary or tertiary canals structure of the system. Those subgroups are aimed to express the will of farmers to have their system functioning and to design the advantages they want to get from this reliable water supply.

2. Rehabilitation of secondary and tertiary canals. 

· This first rehabilitation can’t be financed by the collection of the ISF. But ISF must be a contribution. It means that the fwuc committee must find funding. It can come from the commune investment fund, from PDoWRaM rehabilitation fund, or from other donors. 

3. Taking over of the O&M

Analysis of the needs of FWUCs on completed irrigation schemes

The Prey Nupp system is a polder.  There is no alternative than building a dyke in order to allow farming (otherwise the sea invades the fields and destroys the crops). This can explain why collecting the ISF is rather successful. Farmers want the system to be safe since they “really” need it.

The structure is a heavy one with a large staff. Prey nupp can afford the staff expenditure (it covers a very large area of 10,000 ha) and maintenance expenditure is not very heavy. 

This kind of FWUC needs 

· High skills services when it encounters new problems in maintenance ;

· Financial analysis services to allow decision making communication between staff and committee, and transparent communication towards members.

The situation is different in Stung Chinit (2500 ha) where the maintenance is more costly and the staff smaller. Technically the team has enough skills but the collection of the ISF is still to be implemented especially considering the fact that farmers being less dependent on the irrigation system, are less willing to pay for it. The irrigation system is considered more as insurance in case of drought in the rainy season, than as an opportunity to grow crops in the dry season. Even if the water is there, farmers have other opportunities to make a living in dry season, rather than take a risk with an uncertain second rice crop. This situation requires designing a service different from Prey Nup’s.

This kind of FWUC needs 

· Survey of membership, management and data base management, 

· Review of the irrigation system, 

· Facilitation of fee collection

·  High skill advice in water management

In any case such organizations with permanent staff cannot be suitable for smaller schemes. Even if the farmers are committed, they need to be provided with an external team since they cannot hire permanent staff. 

There is hence a third kind of service, 

· It is close from handling over the maintenance, where the committee members are focused on holding the involvement of the farmers in financing the scheme’s maintenance.

Analysis of the needs of FWUCs on uncompleted irrigation schemes

According to many actors, most of the irrigation systems are not functioning; the distribution system is not completed. Most of the time, only the reservoir and the main canal have been rehabilitated. Any implementation of the FWUC activity, faces the need to rehabilitate secondary and tertiary canals, which is far beyond the financial capacity of the farmers. 

Further more, implementation of a new water management scheme creates conflicts between farmers. 

These are the challenges a FWUC is facing and must overcome in order to function and commit itself.

The first survey undertaken by ASIrri team shows that very few FWUCs in this situation can meet the service center’s offer. 

This leads to the design of a fourth and a fifth kind of service: 

· If the system is completed, the service aims to create a membership feeling among the majority of the farmer water users.

 A relevant process has been framed by ASIrri project  (Sub-groups,  organized canal wise,  are created, a membership fee is collected  whatever the size of the land, the members’ data base is created and computerized, elections in the subgroups are organized and allow the empowerment of the FWUC on the whole.) This is the proposal that has been contracted with 5 Kompreah FWUC committee.

· If the scheme is not completed, the service would include the application for the rehabilitation funding (Commune investment fund, NCDD fund, donor’s fund). 

We assume that the contract with the SC would show the commitment of the FWUC, secure the decision making to grant funds for the required investment. The contract would start when a funding decision has been taken.

This kind of services supposes that the SC is able to lead a diagnosis mission:

· Meeting  the commune chiefs, 

· Examine the infrastructure, 

· Sort out the potential and the advantages farmers can get through the water supply). 

Analysis and recommendations

It is most of the time impossible to have the diagnosis step paid for by the existing but penniless FWUC, nor by the commune (except for very small schemes, where the commune could pay for the funding application support). 

The sustainability of the SC requires a close relationship with project teams aimed to fund rehabilitation work, so that the identification missions could be contracted with SC, and the first years of the support contract between FWUC and SC subsidized.

The SC prices for FWUCs would thus be the same from the very beginning, but the SC would receive a NGO normal consultant price in the first years of completion and implementation of an irrigation system.

In the same way, for big size schemes that are in the process of directly hiring staff members, the staff could be hired early in the project, when the committee is constituted, and the salaries subsidized by the project and eventually afforded by the FWUC through a loan that could be delivered by the Service Center itself when the service contract starts. 

This leads us to draw a vision of the market as below. It shows the combined action of the Service center (in orange) and funding projects aimed to complete the irrigation scheme (in blue).

Typology of the clientele 













Period of implementation of associated projects with the FWUC and the SC






Area of intervention of the Service Center

Hiring of staff by the FWUC, from the beginning of the renovation project, with a subsidy or a loan.
Analysis of Human Resources organization in FWUCs and assistance needs

In an established  Fwuc  on completed irrigation system, we can draw the following functions to be held : Opération, Maintenance, Fee collection, Financial reporting, communication towards members, communication towards authorities and donors. For each function we assume that the sustainability and the efficiency requires 

· First, to provide with human resources for action itself, and others for supervision and control

· Second, to rely on human resources who deal with the function with enough activity all over the year and have dedicated skills.

These functions can be handled different ways, depending on the size of the Fwuc (as described as type C, D and E in the above chart of customers). 

We can summarize the main options as below :

Type C  
	
	Action
	Supervision and Control

	Operation
	Technician (staff)


	Committee member

Director (staff)



	Maintenance
	Technician (staff)


	Committee member

Director (staff)



	Fee collection
	Animator(staff)


	Committee member

Director (staff)

Institutional advisor (service)

Data base Manager(service)

	Financial report
	Director (staff)


	Committee member

Institutional advisor (service)

Data base Manager (service)

	Communication

towards members and stake holders
	Committee member

Animator, Director (staff)


	Committee member

Institutional advisor (service) 

Data base Manager (service)




The staff member Director, organizes the fwuc activity, supervises O&M, follows the financial book keeping prepares communication and institutional relationships  

The full time staff member technician handles operation and maintenance under Director’s supervision

The  staff member animator is aimed to entertain the permanent link with Fwuc members and collect the ISF.

The Fwuc is self sufficient in Action. The team and the committee need punctual assistance and regular supervision to face unusual incidents and regular supervision to provide transparency  between committee, staff and members.

Type D
	
	Action
	Supervision 

	Operation
	Technician (staff full time or part time)


	Committee member

Technical advisor (service)

	Maintenance
	Committee member

Engineer (service) 


	Committee member

Technical advisor (service)

	Fee collection
	Committee member

facilitator (service)

Data base Manager(service)


	Committee member

Institutional advisor (service)

	Financial report
	Committee member

Data base Manager (service)


	Committee member

Institutional advisor (service)

	Communication towards members and stake holders
	Committee member

Data base Manager (service)


	Committee member

Institutional advisor (service)


A full time staff member technician handles operation and maintenance but need supervision

In a smaller scheme, a spare time staff member technician is dedicated to the operation during the cropping season. A Committee member conducts the maintenance work but needs assistance for regular survey of the system and design the maintenance need.

The committee members are involved in the action of all other functions. But they can’t face the whole work. They need assistance either for action and supervision.

Type E
	
	Action
	Supervision 

	Operation
	Committee member


	Technical advisor (service)

	Maintenance
	Committee member

Engineer (service)
	Committee member

Technical advisor (service)



	Fee collection
	Committee member

Data base Manager(service)


	Committee member

Institutional advisor (service)

	Financial report
	Committee member

Data base Manager (service)


	Committee member

Institutional advisor (service)

	Communication towards members and stake holders
	Committee member

Data base Manager (service)


	Committee member

Institutional advisor (service)


In very small schemes, a committee member deals with operation in addition to the roles describe above. The concern is not about the time required by action, since the number of members is less. But the diversity of roles, requires specific skills which can’t be held if mobilized only once in a year.

Committee members need supervision and control assistance too.

Recommendations for the Service Center implementation
Fundamental underlying principles
Mission

Provide services to Farmer water Users communities and any other farmer organizations, that enable them to successfully and in the long run, handle their mission, reach their targets and show evidence of the benefits to its members.

Provide services to agriculture extension and water management stakeholders that allow them to expand their impact, capitalize, share and valorize their experiences. 

Values : 
Empower group members, 

Maintain transparency, 

Ensure sustainability,

Contract with groups and stakeholders on precise terms of reference. 

Seek official agreement if any and accept controls.

Ambition and medium-term objectives; 
Create a network of both Farmers Organizations and NGOs, based on pooling resources of high skilled advisors and communication oriented data base valorization. 

Institutional position :

The mode of action chosen by the Cambodian authorities in sectors of both water resources management and agricultural development lead them to create producers’ organizations (farmers’ organizations, FOs) in the form of FWUCs and ACs. These organizations must be capable of assuming responsibility for O&M (operations and maintenance) missions in the first case, and micro-credit and grouping of bids in the second case.

Numerous operators, NGOs or consultants have been delegated by the MoWRaM to participate in infrastructure development projects financed by investors of international funds, and they bring support and follow-up to the creation of these farmers’ organizations. But these large institutional projects and initiatives are many in number and often quite isolated from each other. 
All the stakeholders face the problem of transition from a situation where the farmers’ organization has been established and structured but supported organizationally and financially by the project coordinator, towards one of autonomy where it can pursue its activity in a sustainable manner. This transition must take place before the end of the development project and hence before the financial support ends.

The proposal made here is to introduce in the development projects not a binary logic (project – FO) but a triangular one (FO - Project - Service Center).

In this organization : 

The FO determines its objectives, gives itself the means to function by mobilizing resources amongst its members and/or through the profit margin made on its activities.

The project brings in the finances as well as the technical and organizational support throughout the maturation phase and materialization of the FO. It also brings in the financial counterpart to the contracts negotiated by the service centre with the FO when the latter is constituted and is in the transition phase (this happens more or less soon after the operational constitution of the FO according to the nature of its activity, as seen above. 
The Service Center integrates into the system when the entity FO acquires an established committee capable of contracting support services with it. These contracts are subsidized by the project over a contractually fixed period of time.










Step 1 : Rehabilitation and agricultural extension design and creation of the FO
Before the Service Center works with a famer organization, the Action of MoWRaM or MAFF leading to the creation of the FO must have been carried out. This action can find its origins in the current activity of the two Ministries, or as a result of a coordinated action with donor institutions like IMF, ADB, AFD, etc. 

In this case the action process, including that of the Ministry of Finance, allows for the setting up of a Project Management Unit (PMU), and a Project Management Office (PMO) at a specific level. The funding resource is then allocated to a project team after having organized a bid. Private consultant offices or NGOs usually apply for this allocation. 

The project team undertakes the action in interaction at the provincial level. The first step of investment often consists in rehabilitation of the reservoir and the main canal. 

The PIMD policy states that these actions must include the creation of a farmer Organization, especially FWUCs in the irrigation sector, but also ACs in the extension sector. The project provides technical and organizational support during the whole period of maturation and materialization of the FO. 

· We Would recommend that the bidding application requirements include as compulsory the perspective of  the following step 2, which creates a triangular relationship between the created FO, the Project team and a service Center. This triangular relationship is aimed to lead to the self sustainability of the FO at the end of the project, and hence to match the PIMD targets 
Step 2 : complete irrigation rehabilitation, saving and marketing activity  and FO efficient functioning assessment
This stage starts for the irrigation sector when the FO is constituted and the primary infrastructure is rehabilitated. The objective of the project will be to construct the secondary and tertiary infrastructure and to lead the FWUC towards taking charge of the functioning of the irrigated perimeter. In the area of agricultural development, the FO has reached a stage where its activity which is strictly oriented towards alleviating poverty has entered a phase where the activity has taken on an economic aspect: through savings/loans or marketing. 
The FO has a stake in the definition of the objectives of infrastructure development, reflecting the intentions to add economic value to the created infrastructure (whether it be an irrigated system or a capital constituted within a cooperative). The FO also determines its own objectives, gives itself the means to function by mobilizing  resources amongst its members and/or through the profit margin made on its activities. 
The project team, in interaction with the regional authorities, brings in :
· Financing for the complete rehabilitation of the irrigation system in a manner such that each member can benefit from a water resource adapted to economic objectives determined collectively. 
· A financial counterpart to the contracts negotiated by the service centre with the FO when the latter is constituted and is in the transition phase (this happens more or less soon after the operational constitution of the FO according to the nature of its activity, as seen above. 
The Service Center The Service Center integrates into the system when the entity OP FO acquires an established committee capable of contracting support services with it. These contracts are subsidized by the project over a contractually fixed period of time. 
Therefore at the end of the financing period of the project the FO will have access to services on a scale equal to its needs in order to maintain its action over a long period of time.  

Step 3 : long term sustainability of the FO
After the end of the project, the FO can rely on the contractual services of the Service Center to handle the current O&M of the irrigation system. Of course the FO would not be able to face large maintenance works and if necessary would be able to apply for funding from the NCDD program. 

Legal organization and governance

The legal organization will depend on the actor’s will. However It seems adequate, considering the above brief outline, that the Service Center:

· would be independent of Institutions  that organize bidding for funds or that have the legal duty to control  (especially regarding Fwucs and ACs)

· should appear neither the FOs’ nor the NGOs’ structure, in order to assure balanced contract negotiation, and at the same time to be clearly a long term partner for both.

· most be clearly identified in the NGO microcosm as a common tool to bring in efficiency in their activity.  

Sustainable governance supposes hence that a large number of both FWuc and extension FOs, as far as they are contracting services, and the largest number of NGOs  involved in a triangular action, would participate together in the governance of the Service Center. 

The status of association would be convenient for this purpose.
Services provided by the Service Center to FWUCs

Type A : A System which will be rehabilitated and whose FWUC will have to initiate memberships and hire its own staff. 

· Creation of  a membership feeling among the majority of the farmer water users by creating sub-groups  organized canal wise with first year membership fee  (equal to whatever the size of the land),

· creation and computerization of the members data base

· Training of Fwuc Committee members and coaching of the Director 

Type B : A System which will be rehabilitated whose FWUC will have to initiate memberships and organize O&M operations.
· Creation of  a membership feeling among the majority of the farmer water users with first year membership fee  (equal to whatever the size of the land), 

· creation and computerization of the members data base

· Training of Fwuc Committee members 

Type C : A very large System, fonctional, serviced by a FWUC which has its own technical and administrative staff. 

· High skills services when it encounters new problems in maintenance ;

· Financial analysis services to allow decision making communication between staff and committee,  and transparent communication towards members.

Type D : A large System, functional, serviced by a FWUC which has its own small technical staff, involved mainly in daily  operations and maintenance activities. 

· Survey of membership, management and data base management, 

· Review of the irrigation system, 

· Facilitation of fee collection

·  High skill advice in water management

· Financial and project evaluation communication design 

Type E : A small System, functional, serviced by a FWUC whose committee is their only human resources.
· handling the maintenance,.
· Review of the irrigation system, 

· Facilitation of fee collection

· Financial and project evaluation communication design 

A close kind of service to very small FWUC would be to handle the O&M (Type E bis) :
Type F : A very simple and small System that needs to be rehabilitated where the project owner is the commune.
· Diagnosis mission :

· Meeting  the commune chiefs, 

· Examine the infrastructure, 

· Sort out the potential and the advantages farmers can get through the water supply

· Application for funding 

· Handling the maintenance.

We can add two other services, dedicated to any kind of system : 

· A financial audit

· Capacity building for FWUC members
In terms of mobilization of Service Center’s human resources the quantification can be simulated as follows :

	
	Data Base Manager
	Water Management Engineer
	Facilitator 
	Technical

Advisor 
	Institutional

Advisor

	
	
	
	
	
	

	Type C
	5
	0
	0
	0
	5

	Type D
	20
	10
	10
	3
	3

	Type E
	5
	3
	3
	1
	1

	Type E bis
	2
	2
	10
	1
	2

	
	
	
	
	
	

	Type A and B
	20
	3
	55
	2
	4

	Type F
	2
	10
	2
	2
	5

	
	
	
	
	
	

	Financial audit and communication
	3
	
	
	
	

	
	
	
	
	
	

	Capacity building of FWUC committee members
	3
	
	
	3
	3

	
	
	
	
	
	

	
	
	number of days for one service
	


Services provided by the Service Center to agricultural extension FOs

As quoted above, FOs are created though the action of stakeholders. When they reach the situation where leaders and farmer pilots have been identified, and priorities have been chosen by them, these communities need evaluation and evidence of the benefits or their action. Service Center action can start when as supported project are still running and continue afterwards. The main added values of the service center relies in high skills in data base management and capacity of gathering data from divers projects, offering a transversal capitalization opportunity.

The following services could be implemented : 

· Cost-Benefit analysis updating
· Micro project evaluation and communication designs

· Accounting indicators
· Micro project evaluation and communication designs

· Strategic planning
In terms of mobilization of Service Center’s human resources the quantification can be simulated as below :

	
	Data Base Manager
	Engineer
	Facilitator 
	Technical Advisor 
	Institutional Advisor

	
	
	
	
	
	

	Cost-Benefit analysis updating
	2
	
	4
	1
	

	
	
	
	
	
	

	Financial audit
	3
	
	
	
	

	Micro project evaluation 
	2
	
	4
	
	1

	
	
	
	
	
	

	Strategic planning 
	
	
	4
	
	2

	
	
	
	

	
	
	number of days for one service
	


Services provided by the Service Center to NGos and Projects teams

Outre la possibilité de se retirer de l’action de support à la fin d’un projet sans craindre de voir le fruit s’éteindre rapidement, le Service Center pourrait apporter d’autres Valeurs  Ajoutées aux  ONG qui participeraient de façon privilégiée à ce process d’empowerment sur une base contractuelle.

Intervenant de manière marginale dans un grand nombre de situations le Service Center peut offrir une action de capitalisation. 

· Echange d’expérience

· Statistiques permettant de dresser des perspectives d’amélioration pour l’efficacité de l’action des Fos 
· Statistiques permettant de dresser des perspectives d’amélioration pour l’efficacité de l’activité économique de leurs membres

Par sa présence sur le terrain avec des équipes spécialisées, le SC peut également proposer des services d’identification de besoins.

	
	Data Base Manager
	Engineer
	Facilitator 
	Technical Advisor 
	Instituional Advisor 

	
	
	
	
	
	

	assessment for NGOs
	2
	
	
	
	2

	
	
	
	
	
	

	Financial audits capitalization
	10
	
	
	
	2

	Micro project evaluations capitalization
	10
	
	
	
	2

	Statistics on cost benefit analysis
	10
	
	
	
	

	
	
	
	
	
	

	irrigation scheme survey update
	10
	
	
	2
	

	
	
	
	

	
	
	number of days for one service
	


Development trend

	
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5
	

	Irrigatio  n Sector
	
	
	
	
	
	

	
	
	
	
	
	
	

	Services to the Fwucs or communes
	
	
	
	
	

	Type C
	1
	1
	1
	2
	4
	

	Type D
	2
	2
	2
	4
	7
	

	Type E
	5
	8
	10
	12
	14
	

	Type E bis
	2
	3
	3
	4
	6
	

	Type A and B
	2
	2
	1
	1
	0
	

	Type F
	3
	3
	3
	3
	3
	

	
	
	
	
	
	
	

	Financial audit and communication
	10
	14
	16
	22
	31
	

	Capacity building of FWUC committee members
	2
	2
	2
	2
	2
	

	
	
	
	
	
	
	

	Services through NGO projects
	
	
	
	
	
	

	Assessment for NGO
	5
	5
	5
	5
	5
	

	TRAINING how to support a fwuc
	2
	2
	2
	2
	2
	

	Type A and B
	5
	5
	5
	5
	5
	

	Type C
	0
	1
	2
	2
	2
	

	Type D
	0
	3
	5
	6
	6
	

	Type E
	0
	1
	2
	2
	2
	

	
	
	
	
	
	
	

	Financial audit and communication
	0
	5
	9
	10
	10
	

	
	
	
	
	
	
	

	Farmers Organisations Sector
	
	
	
	
	
	

	
	
	
	
	
	
	

	Services to the FOs
	
	
	
	
	
	

	Cost-Benefit analysis updating
	1
	1
	3
	6
	10
	

	Strategic planning 
	0
	1
	3
	6
	10
	

	Financial audit and communication
	0
	1
	3
	6
	10
	

	
	
	
	
	
	
	

	Services through NGO projects
	
	
	
	
	
	

	Assessment for NGOs
	5
	7
	7
	10
	10
	

	Evaluation audit (on behalf of NGOs)
	5
	5
	8
	10
	10
	

	Financial audit and communication
	5
	5
	8
	10
	10
	

	
	
	
	
	
	
	

	data system managment
	
	
	
	
	
	

	Financial audit capitalization
	2
	2
	2
	2
	2
	

	cost benefit analysis
	1
	1
	2
	3
	4
	

	irrigation scheme survey update
	1
	1
	1
	2
	2
	

	
	
	
	
	
	
	

	Commercial time towards fwucs
	3
	2
	2
	1
	1
	

	Commercial time towards NGO
	5
	5
	5
	5
	5
	


Development trend analysis 

As shown on the table above, the development trend would proceed of :

First  an initiation time where commercial effort would be focused on FWUCs (to match Fwucs needs on completed irrigation system) as well as on NGOs to implement the triangular relationship at its very beginning, the project bidding time). 

Second  a mature time, where we assume that commercial effort should be focused mainly on NGOs, to enter a cycle where, in Fwuc sector for example,  every year would see 
· new triangular relationships with Type A and B services , 
· and, with the end of the first projects in contract, a transfer from subsidized sector to the direct sector for Type C,D and E services.
The triangular activity would hence reach a flat period, when the direct activity would steadily increase.

Type A and B services (rehabilitation period), directly provided to Fwuc should become an exception since the service Center is not aimed to be a funder.

We assume that the development of triangular relationship is tightly linked to the data base’s valorization activity. The later being a service which NGOs should be willing to pay as well as a showroom of the Service Center activity.

Development trend and evolution of human resources 

	
	Data Base Manager
	Engineer
	Facilitator 
	Technical Advisor 
	Institutional Advisor 
	Management

	Year 1
	2.0
	0.6
	2.6
	0.4
	0.5
	0.5

	Year 2
	2.6
	0.8
	2.8
	0.5
	0.7
	0.5

	Year 3
	3.1
	0.9
	2.8
	0.5
	0.8
	0.75

	Year 4
	3.8
	1.1
	3.2
	0.6
	0.9
	0.75

	Year 5
	4.5
	1.3
	3.3
	0.7
	1.1
	0.75


Whereas in the starting years the direct activity to Fwucs might require more Facilitator profiles than Data Base Manager’s, the evolution shows that the later profile will become very much in demand. This is the consequence of the position of Service Center as a partner with NGOs,  and hence lead to develop complementary skills.
The engieneer post will be very dependant of the effective profile of Fwucs. It seems, that this mission can be held by specialists who don’t belong necessarily to the permanent staff. This allows to consider this post as a proportional human resource.

Technical advisor is in the same time compulsory for the Service Center as a permanent staff and since his  interventions in the services are very short (but high skilled), the completion of one person activity is difficult to obtain.
In the contrary the Institutional advisor profile is rapidly saturated.

Of course in addition to the direct action in contracts, appears a need of Team Management, institutional relationship and with time for governance assistance. It is close to a full time after year 5.
Economic sustainability of Service  Center

We will follow in the simulations below, the first figures of the ASIrri project for 
· the fixed costs 
· salary costs, 
· and the prices (especially the assumption that FO can afford about  15 % of the current price rates)

We will apply it to our development trend, which gives the situation as below :
	
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5

	
	
	
	
	
	

	Product of FO direct sector
	5700
	6644
	6464
	8864
	11576

	Product of Triangular sector
	41520
	56950
	71390
	81440
	84120

	TOTAL PRODUCT
	47220
	63594
	77854
	90304
	95696

	
	
	
	
	
	

	 
	
	
	
	
	

	total salary costs
	35 340
	41520
	42360
	52500
	60600

	fixed cost/salaries
	82%
	77%
	76%
	69%
	64%

	
	
	
	
	
	

	
	
	
	
	
	

	TOTAL COSTS 
	64160
	73408
	74720
	88636
	99 568

	
	
	
	
	
	

	BENEFIT
	-16940
	-9814
	3134
	1668
	-3872


The simulation shows that in the beginning, with roughly two third of the activity directly provided to Fwuc, and heavy fixed costs compared to the side of the team, the Service Center is showing a deficit. 
The dynamic process of working through triangular relationship in the following years together with the reduction of the weight of fixed costs when activity increases, provides benefit.

But when the triangular process  reaches the flat period, followed by an increase of single contracts with FOs, the balance is challenged. 

By that time, the hypothesis on the FO payment capacity would have to be reconsidered. This may not be out of question.  If we consider for the fwuc sector,  and we put together the FWUC salary costs and the service cost, related to the impact on ISF/ha :

Prices  :  15% of real cost
	
	Service cost
	Fwuc Staff salaries 
	total monitoring
	total monitoring per Ha
	irrigated area

	Type C
	160
	7680
	7840
	0.8
	10 000 Ha

	Type D
	560
	4440
	5000
	2.0
	2 500 Ha

	Type E
	160
	480
	640
	1.6
	400 Ha


Prices : 30 % of real cost
	
	Service cost
	Fwuc Staff salaries 
	total monitoring
	total monitoring per Ha
	irrigated area

	Type C
	320
	7680
	8000
	0.8
	10 000 Ha

	Type D
	1120
	4440
	5560
	2.2
	2 500 Ha

	Type E
	320
	480
	800
	2.0
	400 Ha


The incidence is not the main issue, when organization of fwuc and fee collection when membership is not well maintained lead to much more considerable costs.
Of course the increase of the prices would mean the total stop of capacity building and first membership feeling implementation (services type A or B) outside a funded project.

Professional ethics and transparency, 

The 9 principles of action drawn up by the ASIrri team in its experimental phase are:
· To work with farmers’ communities that are truly interested in developing their irrigation systems. 

· To work with irrigated systems that already are in existence and are functioning technically. 

· To work with farmers who participate and contribute (in cash and kind) to the irrigated system.
· To work with communities recognized by a majority of farmers working with irrigated systems. 
· To work with an association maintaining transparency in its financial management. 

· To allow the community to take all decisions regarding the nature of the services to be carried out. 

· To work solely through contracts. 

· To provide a quality system that is evaluated by the beneficiary community.
· To work with communities that coordinate with local authorities. 
These principles are appropriate since they clearly establish a willingness to form a part of Cambodian policies and the proposed architecture of participatory management. It also establishes clearly the contractual nature of the Service Center’s action and the independent decisions of the FWUC regarding the contract terms.
The realities of the functioning of the irrigated perimeters however do not automatically ensure the proper technical functioning of the system. 
As we have already mentioned earlier, the development of the Service Centre and its economic equilibrium requires that its action be associated with the rehabilitation activities of secondary and tertiary infrastructures, as well as that of the development of agricultural practices that generate revenue for the farmers. 
Thus it is also necessary to discuss the principles that would prevail in the triangular relationship regarding development projects and financing of infrastructures. It is particularly important to emphasize that the vocation of the Service Center is not to carry out activities that are at the heart of the missions that carry out funding projects, but rather to specialize in specific competencies, thereby providing: 

· Efficiency in the procedures of functioning of the communities,

· Help to the association in-charges in decision making, 

· Evaluation, transparency and internal communication.

Conclusion
A Service Center is consistent with the PIMD policy lead by the Royal Government of Cambodia. It would also match the objective of development of sustainable ACs in Cambodia. 

Such an organization would develop its action downstream the initial installment of FWUCs or ACs by the relevant national and provincial levels.  
It would be a partner for all NGOs bidding for funding programs, providing them with both high skilled technical and institutional advisors, and specific data base skills in cost benefits analysis, audit and evaluation, allowing relevant presentation designs of the reports and capitalization of experience.
It would be a long run service contractor for FOs allowing them to carry on their objectives with affordable assistance.

The success of the initiative would rely on :

First an incentive policy for triangular relationship (as described above) in water management projects as well as in FOs processes towards AC buildings.

Second a joint action of agricultural extension and water management, to make sure irrigation systems rehabilitation leads to the increase of farmer’s wealth and hence is worth for them the ISF they have to pay.

Third, gather in its governance a large diversity of NGOs and FOs to provide insurance that the Service Center’s policy will be focused on added value for both sides.

The economic sustainability relies on : 

 The Service Center should focus on human resources complementary to NGOs’. This means that it needs less facilitator profiles,  and more very efficient data base managers, able to computerize and design reports in short interventions. 

Efficiency in the action is the key factor for, for the payment capacity of FOs is low. In the same time the service costs are very low compared to the whole monitoring and animation costs, and of course compared to maintenance expenditure. 
A balanced activity towards NGOs and FOs.

A minimum team of 10 to 12 staff members to lower the fixed costs below 70 % of salary costs 

The introduction of contracted service makes compulsory a monetary approach of the membership in the FOs. Thus the main challenge is to be able to lead the FOs towards an activity providing cash to its members. This challenge has to be matched before the end of a rehabilitation or extension program. 
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Step 1 : Rehabilitation and agricultural extension design and creation of the FO
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Step 2 : complete irrigation rehabilitation, saving and marketing activity  and FO efficient functioning assessment
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Step 3 : long run sustainability of the FO


























Maturity of the FWUC
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A very simple and small System that needs to be rehabilitated where the project owner is the commune.





B





E





A small System, functional, serviced by a FWUC whose committee is their only human resources.
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A large System, functional, serviced by a FWUC which has its own small technical staff, involved mainly in daily  operations and maintenance activities. 
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� Participatory Irrigation Management and Development (PIMD) in Cambodia :  Review of experiences: Modes of intervention, results and lessons learned (TWGAW, November 2006)
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