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1. Mission Background, Objectives

1.1 Introduction

The Sustainable Water Integrated Management – Support Mechanism (SWIM-SM) is an EC-funded Regional Technical Support Project that includes the following Partners Countries (PCs): Algeria, Egypt, Israel, Jordan, Lebanon, Libya, Morocco, the occupied Palestinian territory, Syria and Tunisia. The project aims to promote actively the extensive dissemination of sustainable water management policies and practices in the region given the context of increasing water scarcity, combined pressure on water resources from a wide range of users and desertification processes, in connection with climate change.

Within its scope of work, SWIM-SM is performing several tasks to promote best practices in support of priority areas for the successful establishment and operationalization of Water Users Associations (WUAs) in the PCs. Based on the request of the project countries during the first year of the project implementation, SWIM-SM engaged in the development of a proposal for a regional M&E system to monitor and evaluate the Participatory Irrigation Management (PIM) and the Irrigation Management Transfer (IMT) process throughout its different phases. The system was first vetted with the project countries during a three-day experts group meeting held in Athens between 2 and 4 September 2013, and subsequently refined to reflect the results and recommendations of the invited experts in the said meeting.
The M&E system consists of four modules as per the objectives listed below:

1) Module A: assesses the degree of political commitment towards the PIM/IMT  process and the adequacy of the existing institutional arrangements in support of the establishment of the WUAs

2) Module B: assesses the performance of the responsible irrigation agencies in the implementation of the PIM/IMT program

3) Module C: Assesses the institutional, financial and technical performance of Water Users Associations

4) Module D: Assesses the impact of WUAs' establishment

During 2014, SWIM-SM will be developing a user friendly application of the said system, and customizing it to suit the national and local conditions in two pilot areas; namely Jordan and Tunisia. SWIM-SM will also be testing the applicability of the regional M&E system in these two countries with due consideration to the country’s particular context / local specificities, and with a view to document the lessons learnt during implementation for potential replication within the same and/or in other countries.

Within this context, a two-day activity was undertaken in Jordan between 9 and 10 December 2013; involving (a) meeting with the irrigation agency responsible for implementing the PIM/IMT program in Jordan, and the donors involved or supporting WUA formation activities and/or participatory management of irrigation projects (See detailed list of participants in Section 6) and (b) meeting the leaders of the WUAs which are proposed to be participating in the pilot implementation. 
1.2 Objectives of the Mission and Expected Results
The overall mission objective was to kick off the pilot implementation of the M&E system in Jordan. The specific objective was
1) Meet with the Jordan Valley Authority (the irrigation agency responsible for PIM/IMT in and implicated donors to familiarise them with the M&E system;
2) Agree with JVA on the following:

· The implementation strategy, approach and indicative workplan, for the application of modules A, B, related to the monitoring and evaluation of the government’s interventions in PIM/IMT implementation and for module C and D related to the assessment of the performance of the WUAs and their impacts

· The proposed best practices in the implementation of the M&E system.

· The envisaged role of SWIM-SM in the implementation of the respective modules

· Identification of the focal points at the national level (as applicable) and at the local level and the respective stakeholders.

· Defining the roles and responsibilities of the focal points.
· Discuss the proposed criteria for the selection of the WUAs that will be testing the applicability of module C of the M&E system, 
3) Actual selection of the WUAs proposed to be involved in the pilot implementation.
2. Methodology and overview of the Agenda
Day 1 involved a structured meeting with the national representatives and donors; involving presentations, questions and answers and open discussions. Day 1 agenda (see section 5) consisted of:

1) Opening Remarks by SWIM-SM focal point, Eng. Ali Subah, and JVA Assistant Secretary General for Northern Ghors; Eng. Qais Oweis.

2) Introduction to SWIM-SM, and the mission background and objectives;

3) Presentation of the M&E system 

4) SWIM-SM Implementation strategy, approach and indicative workplan

5) Review of the role and responsibility of the focal point

6) Open discussion about the selection criteria for the WUAs
Day 2 involved field visits to three WUAs and meetings with their respective leaders to select two WUAs:
1) Pump 41 WUA

2) Pump 55 WUA

3) Pump 91 WUA

3. Outcomes
Day 1

· The EC Program Manager for Environment, Energy & Water; Mr. Omar Abu Eid, highlighted the importance of cooperating with the pertinent donors to avoid duplication of efforts and leverage their experience and findings in the domain of the current SWIM-SM activity.
· The total l number of WUAs in the Jordan Valley was revealed to be  26, involving an approximate area of 18,452 Hectares.

· The distribution of the WUAs according to their categories was found to be as  follows:

1) Five of the WUAs are still under establishment
2) Three WUAs are engaged in participatory irrigation management with JVA (area 5,594 Hectares)
3) Four WUAs have been transferred the task of irrigation distribution and soft maintenance of the farm turnout assemblies (FTAs), and sharing the cost of the employees with JVA (3,343.5 Hectares).  JVA seconds its ditch riders to the WUAs as a way of relocation of its staff.
4) Twelve WUAs have been transferred the a/m tasks while bearing the full costs of the hired employees (involving an area of 9,514.6 hectares)
· The USAID has carried out a survey within the scope of its “Institutional Support and Strengthening Program (ISSP)”, and identified different types of WUAs with respect to the degree of maturity. The survey indicated that some WUAs are already mature enough for full transfer of tasks (to include full O&M of the mains distributing the irrigation water). The USAID funded ISSP project is ready to share their survey findings with the SWIM-SM. 
· The USAID indicated that the modules should go beyond monitoring and evaluation of existing WUAs. It should be able to help JVA decision makers determine when a WUA is ready for partial or full transfer. To this effect, USAID recommends that the selection of the WUAs should be made for two WUAs with different levels of maturity, to test the extent to which the proposed M&E system can help in this regard. It was clarified that the purpose of system is to monitor and evaluate the PIM/IMT purpose.  If the system has to be used for the above mentioned purpose, then a set of indicators should be selected from the system that are relevant to the determination of the level of maturity for the WUAs.  This is something that JVA will consider implementing in parallel.
· The WUA experience in Jordan is still in its infant stage.  Concern was expressed by one of JVA officials about the usefulness of engaging WUAs from Jordan in the pilot implementation.  SWIM-SM indicated that the system is designed to be used by the WUAs and the government regardless of the stage of PIM/IMT implementation.  Furthermore, because the system is associated with best practices in WUA formation and support, it should enable pointing at the gaps in the PIM/IMT process implementation, and the issues that still need to be resolved (at the national and local WUAs level) and thus taking the necessary corrective actions.

· SWIM-SM emphasised the importance of ownership of the M&E system, as the PIM/IMT process belongs first and foremost to the country itself.
· Both GIZ and the ISSP expressed their interest in taking part in the training of the users and stakeholders.   By training their relevant staff, they can provide support to the JVA and WUAs during the application of the M&E system and possibly later after the pilot implementation is completed.
· In order to safeguard the pilot implementation from the possible delay in the M&E system development, it was suggested that an interim solution involving data entry with Excel files be used and later integrated with the final system.  This should also facilitate the transfer and training of the users on the final version of the system interface.
· Although the M&E system has an evaluation framework to guide the evaluation of the PIM/IMT process, it will finally depend on expert judgement to interpret the M&E results, and depending on national and local specificities.
· SWIM-SM is a technical assistance project, and is not mandated to procure equipment.  JVA’s needs with regards to equipment such as flow meters, pressure gauges, computers, motorcycles, and maintenance tools ( wrenches, grease box, etc.) remains JVA’s responsibility.  JVA might have to approach the donors to procure those.
· The roles and responsibilities of the focal point were agreed upon and are attached in annex 1.
· The criteria for selecting the WUAs for the pilot implementation were reviewed. The criterion on the minimum number of years related to the WUA operation was modified from five to three years (Annex 2). 

· The following additional criteria were also added:
· The WUA should be responsible for the irrigation of mixed vegetables and trees (i.e. irrigation is provided throughout the year). This rules out the WUAs in the North Jordan Valley dominated by Citrus trees which receive water only during summer.
· The water distributed to the WUA should be metered (bulk water supply meter)

· The water distributed to the farmers should preferably be metered

Day 2 (field visit for the selection of the WUAs to participate in the pilot M&E system)
· The visit to the Centre responsible for the Operation of the King Abdullah Canal evidenced the complexities of operating this 110 Km long canal. Two important points emerged in relation to the WUAs, first the annual allocations of the WUAs are determined in April when the available resources for the summer period are known. These allocations are a fixed percentage of the calculated requirements
 and the percentage is applied equally to all the WUAs within the same agro-climatic zone. The second point is that due to the variability of the requests, the levels in the canal are sometimes below 60 cm that is the minimum depth for the operation of the pump stations of the WUAS. Consequently the service is sometimes interrupted and hence the service that farmers receive does not only depend of the WUA ‘management’ but of the operation of the canal.
· Pump 41 WUA
: illustrated the organization of the WUA, which is nearly identical in all the WUAs, and their main functions. They are a cooperative and as such their functions cover not only operation and limited maintenance of the network but also training of the farmers and some marketing-related activities although not much is done in this area.
· Some of the relevant features of WUA No. 41 with respect to their selections for the pilot are:

· The network is equipped with flow-meters at the farm level  which is important for the determination of some of the related indicators 

· They were formally established in 2006 and the transfer agreement was signed in 2010  and they  have a good system of records covering the last few years  that should  allow the determination of  most of the numerical indicators 
· The WUA has 136 farm units
. The number of members is 129 and there are few  farmers that are not members of the cooperative. The fact that the WUA has been able to attract most of the farmers is an indicator of the interest of the farmers in the association despite the fact that non-members have the advantage of receiving the irrigation service without having to pay the fee for the cooperative (but they pay the water fee to the JVA). 

· The WUA has two ditch riders (part of JVA staff) and a Water official that take care of the water distribution. 

· The WUA is responsible for the maintenance of the farm turnouts Assembly (FTA) and they subcontract this work. 
· The WUA 55 was formally established in 2006 and has 115 members (about 5% are non-members) with an equipped area of 1065 ha.  The equipped area is mostly pressurized but about one third of the area is served by gravity from a spring.  Due to improved and more equitable distribution of irrigation water, the farmers in the latter area joined the WUA. Some of the relevant features of WUA No. 55 with respect to their selections for the pilot are:

· Most of the flow meters of the farms do not work.
· The staff of the cooperative include: 5 ditch riders, 1 responsible of the maintenance and a Water Official who provides services to two WUAs.

· Each member of the WUA (officially a cooperative) must buy 200 shares and each share is worth 1 JD. Forty shares must be purchased at registration and the remaining 160 are paid at ease (1- 3 years), otherwise farmers cannot vote or run for elections.  In addition they must pay the irrigation service fee to JVA.
· The water delivered at farms is only known approximately (time * estimated flow) - due to absence of flow meters.  
· Although the information on the cropping pattern is known by farm and by each month, it is difficult to derive the overall cropping pattern since during certain months, plantations of the same crop overlap. 

· The area is mostly dedicated to vegetable production under greenhouses but citrus and others are included. There are some 8000 green houses in the WUA which is a good indicator that farmers make a good profit and they invest in their farms.  Irrigation is provided all the year around. 
· The WUA 91 was officially established in 2004 but the transfer agreement was made in 2010. The functions of the WUA include water management, training of farmers, marketing, trade of agricultural products, agribusiness and is a reference to farmers in the region.  Water management remains the main activities but efforts are being made to establish a training centre on processing, packing, storage and distribution of agriculture products. Some of the main characteristics of the WUA that have implications for the selection are: 
· The Chairman and the administration Committee has been re-elected since their inception
· The management of the WUA expressed their conviction that they are prepared to take full responsibility for the management of the whole system including the pump station although some training in this latter aspect may be needed.
· Although the WUA has no flow meter at the farm level, yet records are kept of the amount of water delivered by controlling the time that they are open at a constant flow (generally 6 l/s).
· The WUA has some 30 000 JD in terms of assets.  This indicates that the WUA management has been effective in generating this capital.

· The WUA has a mixed cropping pattern (vegetables and trees).

· The WUA office is quite sizeable with a large room for training or meetings and several offices for the staff and members of the Administration Committee.

· Like the other cooperatives the members must buy 200 shares, but in the case of this WUA, it has to be paid at once; at the time of subscription, in addition to the annual subscription fee of 50 JD. 

· They have a good data base with much detailed information. Besides the technical data; the fines imposed are registered as well as any official complaint. This data base is updated regularly by the Water Official who is a highly knowledgeable professional. Average annual water consumption is 5160 m3/ha.
· The data base permits to calculate the efficiency of distribution on a monthly basis since the water supply at the head of the system is known, as well as the amounts delivered at the farm level. 
· They are responsible for the maintenance of the farm turnouts.  The maintenance activities are many and important as the network is more than 30 years old.  Clogging of flow meters is the most frequent reason for farmers’ complaints. With regard to need of maintenance in the network they make bi-annual surveys and inform JVA to carry out the necessary works. 
· As the WUA is located towards the end of the main canal interruption of service takes place often due to low levels in the main canal that makes it necessary to stop the pump station. This information is carefully recorded. This information was thought to be a good indicator for the JVA’s performance towards the WUA.
· The WUA supports the JVA in the recovery of the irrigation service fee that are not paid by the farmers. This support consists in approaching the farmers in default and to exhort them to pay, and close the farm turnout in case of non-payment. However, they are not involved in the payments, as this is still lacking legal basis. The JVA remains responsible for managing nearly all aspects related to the irrigation service fee. 
4. Conclusions and Recommendations

Day 1
· SWIM-SM will work closely with the other implicated donors to ensure synergy.  The USAID-funded ISSP project will share its findings of the WUA survey.  The GIZ and possibly the ISSP will be trained with the stakeholders to ensure support to JVA during the pilot implementation.
· JVA will consider the utilisation of the M&E system to evaluate the readiness of the WUAs to move to a higher level of responsibility.
· The M&E system is designed to be used by the WUAs and the government regardless of the stage of PIM/IMT implementation. The system also reflects the best practices in WUA formation and support, which should help both the government and WUAs evaluate their performance and take the necessary corrective actions. The evaluation framework provided by the system should help guide the experts in their evaluation of the PIM/IMT but cannot replace their judgements.
· SWIM-SM will consider when developing the M&E system to buffer the pilot implementation from any possible delays in system development.
· Procurements needed for the pilot implementation is JVA responsibility.  
· SWIM-SM will review the selection criteria based on JVA feedback (Annex 2)
· The nominated focal point for the pilot implementation of the M&E system in Jordan is Anwar Adwan; WUA Unit Auditing Division.  

· The proposed WUAs for the pilot implementation of module C and D is Pump 41 WUA, Pump 55 WUA and Pump 91 WUA. The actual selection of the WUA will be based on the results of the field visit on 10 December 2013.
Day 2
· There is a need to review some of the indicators to avoid complex calculations and/or field measurements such as those needed for estimating the relative water supply (RWS), which requires the calculation of crop water requirements.  In the local context, RWS simply refers to the water allocated as a percentage of the water ordered by the farmers.

· Due to the “subtropical” climate in the Jordan Valley, farmers tend to plant crops almost every month. This implies that a simplistic approach is needed to estimate the cropped areas during each season.  This would need to be jointly established with JVA, based on their knowledge of which month of the season the areas of a given crop can be considered to represent the peak area of the season.
· After the field visits, the SWIM-SM experts were of the opinion that the most appropriate WUA for the pilot experience would be the No. 91 because of data availability and the positive attitude of the management towards the M&E experience; including their interest to collect additional data. They felt that it could contribute to put in evidence their maturity for managing independently the system. Also   WUA No. 41 has some interesting features, in particular the availability of flow meters, which makes it attractive to include it as part of the pilot experience. SWIM-SM view was shared with JVA Assistant Secretary General for the Northern Valley, who was of the same opinion
5. Agenda

Day 1 (9 December 2013)

	Time.
	Description
	Speaker 

	1:00-1:05 
	Welcome remarks and opening session
	Eng. Ali Subah, SWIM-SM focal Point; MWI Assistant Secretary General for Technical Affairs

	1:05-1:15
	Introductory remarks
	Eng. Qais Oweis; JVA Assistant Secretary General for Northern Ghors

	1:15-1:30
	Background and Purpose of mission
	S. Taha; SWIM-SM Key water expert

	1:30-2:40
	Introduction to the proposed M&E system 

· Summary of the main characteristics (20 minutes) 

· Q&A (10 minutes)

· A brief tour of the proposed system (30 minutes) 

· Q&A (10 minutes)
	Juan Antonio Sagardoy; Senior Water Management Consultant, SWIM-SM non-key expert

	2:40-3:00
	Break

	3:00 – 3:30
	Implementation strategy, approach and indicative workplan.  

· Introduction by S. Taha 

· Proposed best practices in the implementation of the M&E system
· The envisaged role of SWIM-SM in the implementation of the respective modules

20 minutes

· Open discussion (10 minutes)
	S. Taha

	3:30 – 3:50
	Selection of the pilot area 

· Introduction to the proposed criteria for selection. 

· Feedback from JVA and open discussion if needed
	Juan Antonio Sagardoy

	3:50-4:05
	Identification of the focal points at the national level and at the local level and the respective stakeholders

· Proposed roles and responsibilities of the focal points.

· Focal Point Nomination
	J.A. Sagardoy

JVA

	4:05-4:15 
	Concluding remarks  (summary) 
	S. Taha and J.A.Sagardoy


Day 2 (10 December 2013):
Visit to the WUAs in the Jordan Valley: 

6. List of participants (9 December 2013)
	No.
	Full Name 
	Organisation
	Position
	e-mail

	1.
	Omar Abu Eid
	EU Delegation
	Environment, Energy & Water Program Manager
	omar.abu-eid@eeas.europa.eu

	2.
	Ahmad Sobh
	GIZ
	Thematic leader; use of marginal water
	ahmad.sobh@giz.de

	3.
	AkramRabadi
	ISSP Project
	Senior Advisor
	arabadi@isspjordan.org

	4.
	BarbarRossmiller
	ISSP Project
	Chief of Party
	brossmiller@isspjordan.org

	5.
	Haidar Malhas
	ISSP Project
	Institutional Support Specialist - Irrigation
	hmalhas@isspjordan.org

	6.
	Nayef Seder
	ISSP Project
	ISSP Team
	nseder@gmail.com

	7.
	Ali Al-Omari
	JVAt
	Head of WUA Unit
	alomariali_eng@yahoo.com

	8.
	Anwar Al-Adwan
	JVA
	WUA Unit Auditing Division
	adwan_Anwar@yahoo.com

	9.
	FouadEijilat
	JVA
	Assistant Secretary General for Technical Affairs
	fuadeijilat@yahoo.com

	10.
	Khalil Absi
	JVA
	Director of Planning & Regional Water
	khalil_alabsi@mwi.gov.jo

	11.
	Qais Owais
	JVA
	Acting Secretary General - Assistant Secretary General for Northern & Middle Ghors
	qais_owais@yahoo.com

	12.
	Ali Subah
	MWI
	Assistant Secretary General for Technical Affairs
	ali_subah@mwi.gov.jo

	13.
	Juan Antonio Sagardoy
	SWIM-SM
	Non key Expert; senior water management consultant
	sagardoy22@alice.it

	14.
	Suzan Taha
	SWIM-SM
	Key Expert - Water
	s.taha@swim-sm.eu

	15.
	Ayman Bani Hani
	USAID
	Water Office; project management specialist
	abanihani@usaid.gov


Annex 1: Proposed Roles and responsibilities of the M&E System Focal Point

The envisaged role of the focal point is as follows
1. Act as the main channel of communication between the SWIM-SM staff and the JVA and the selected WUA(s). 
2. Coordinate and monitor the actions that may be required at the national and local levels for testing the Regional Monitoring and Evaluation System within the scope of the pilot experience. The Focal Point may be assisted in his/her duties by local focal points designated by the President of the selected WUA(s).  
3. Ensure that the agreed Work Plan is implemented strictly according to the time schedule.
4. Specifically the Focal point will:
a. Facilitate for SWIM-SM experts, the organisation of the focused meetings with the relevant government partners/stakeholders. The focused meeting are planned  in order to (a) select the indicators that will be actually used from the M&E system according to the national context and local specificity (based on data availability) and (b) to delineate data flows needed to plan the monitoring and evaluation arrangements for the M&E system (i.e. identification of responsibilities for data collection  , data validation, processing and analysis, and evaluation, reporting, etc.)
b. Provide feedback on the monitoring plan to be developed by SWIM-SM 
c. Ensure that the M&E system is installed by the system developer/subcontractor in the related department of JVA and in the selected WUA(s) with the assistance/facilitation of the relevant JVA experts, and that the M&E system is properly maintained.

d. Organize the training sessions for the use of the M&E system planned to be implemented by SWIM-SM and targeting 

i. The JVA staff concerned with the modules A and B

ii. The staff and leaders of the selected WUA(s) for the modules C and D.

5. Organize and ensure the timely collection and entry of data and information needed for the M&E system by:

i. JVA staff for modules A and B

ii. The staff and leaders of the selected WUA(s) for modules C and D.

6. Distribute any technical material (user’s manual, M&E system etc.) related to the training or collection of information as mentioned above.

7. Ensure that any technical problem with the M&E system application is communicated to the system developer as necessary and resolved.
8. Ensure that all problems and difficulties arising during the pilot implementation (e.g. problems related to data collection, technical problems related to the system installation, etc.) are documented and reported to SWIM-SM, including the measures and actions taken to solve them as per SWIM-SM proposed template (to be provided) with a view to identify lessons learnt.

9. Ensure that reporting requirements are followed by concerned parties.

10. Jointly work with SWIM-SM designated experts to organize a 3 days self-evaluation workshop of the results of the pilot implementation obtained for: 

i. The JVA staff concerned with the modules A and B

ii. The staff and leaders of the selected WUA(s) for the modules C and D.

11. Collaborate as required with the SWIM-SM designated experts and the system developer in the implementation of the Work Plan.
Annex 2: Proposed criteria for the selection of the Pilot Area in JVA

1. Transferred task to the WUA should include: responsibilities for water distribution and some sort of maintenance. It would be desirable if it has also control of illegal use, and help in the collection of fees.

2. Documentation on water distribution/consumption quantities and cropping pattern should be available. 

3. The WUA should have good communication means with the JVA Headquarters (Email, telephone) and an office.

4. The WUA should be representative of the most predominant type of WUAs in Jordan. It would be desirable if the size of the WUA should be between 500 and 1500 ha and have more than 100 members.  

5. The WUA should have several employees.

6. The WUA should have been established for at least for 3 years but a longer time would be preferable.  
7. The WUA should be responsible for the irrigation of mixed vegetables and trees (i.e. irrigation is provided throughout the year). 

8. The water distributed to the WUA should be metered (bulk water supply meter)

9. The water distributed to the farmers should preferably be metered

NOTE.  The responsibility of the SWIM- SM project with regard to the M&E system is for one pilot area. However, if two WUAs meet the above conditions and they are close to each other and willing to participate, it would be possible to include them if no increase in cost is associated with this choice.

� Requirements are calculated  for each type of crop group; i.e. trees, citrus, vegetables and field crops


�WUAs are numbered according to the location of the pump station in the canal, measured in Km. from the head of the canal


�A Farm Unit is 3.5 ha
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