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Preface

Thisdocumentis the reportofaproject tostrengthenthesystemformonitoringand evaluation

andthemanagement informationservicesin the Ministryof Fisheriesand AquaticResources

Development(MFARD), Sri Lanka:

Supportedby the Bayof BengalProgramme(BOBP), the project ispartoftheBOBP’s effort

during its Third Phase toimproveandfacilitatefisheriesmanagementin Sri Lankaby raising

awareness,buildingthecapacityofinstitutionsin Sri Lankaandprovidingtechnicalassistance.

The paper discusses the presentsystemfor monitoringand evaluation inMFARD and the

Departmentof Fisheriesand AquaticResourcesDevelopment(DFARD), and theefforts,

supportedby BOBPto introduceanewsystem,usingtheinternationallypopularmanagement

tool, Logical FrameworkAnalysis. The documentlists severalrecommendationsresulfing

from thestudy.

Theproject wasimplementedthroughaconsultancy assignmentawardedto theMinistry of

Plan Implementationand ParliamentaryAffairs (MPI & PA). It was carried out bythe

PerformanceEvaluationUnit oftheMinistry, with the assistanceof aconsultantprovidedby

theFAO.

TheBOBP is amulti-agencyregionalfisheriesprogrammethat coverssevencountriesaround

the Bayof Bengal - Bangladesh, India, Indonesia,Malaysia, Maldives,Sri Lanka,Thailand.

The Programme playsa catalytic and consultativerole in developingcoastalfisheries

managementin the Bayof Bengal,therebyhelping improvethe conditionsof small-scale

fisherfolkin themember-countries.

The BOBP is sponsoredby theGovernmentsofDenmarkand Japan. The executingagency

is theFAO (Foodand AgricultureOrganizationof theUnitedNations).
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Foreword

Monitoring & Evaluation (M & E) is often the weak spot in government organizations - in
Sri Lanka and elsewhere inthe Bay of Bengal region.They lack regularand systematic
evaluations of project performance.

With the many changes in fisheries in Sri Lanka, and the emergence of problems such as the
depleting resources, increasing environmental pollution and decliningcatches and incomes of
fishermen,an effective M & E system isnecessaryin MFARD (Ministry ofFisheriesand
Aquatic ResourcesDevelopment)and DFARD (Departmentof Fisheriesand Aquatic
Resources Development)to institutetheright policies.

Suchasystemwill beparticularlyhelpfulin promotingfisheries management— theBOBP’s
majorobjectiveduringitsThird Phase— becauseit will helpthegovernmenttrackperformance
andassessthe impactofpoliciesandprogrammes.

The BOBP therefore supporteda study to facilitate theestablishmentof a result-based
managementsystemin theMFARD and its agencies.Carriedout by the Ministryof Plan
hnplementationandParliamentaiy Affairs,with theassistanceofaFAO consultant,theteam
reviewedexisting M & E mechanismsin MFARD and DFARD, studieddocumentation,
madefield trips andhelddiscussionsatvariouslevels,with officials and fishermen. A“result-
based”monitoringandevaluationmethodologywasevolvedusingLogicalFrameworkAnalysis
asthe basis. This seeksto replacethepresent “input-output”basedM & E systemwith a
performance-based M& E System.

The teamconductedfive Logframeworkshopsfor over 100 senior, middle level andfield
officers of theMFARD, DFARD and its agencies. Theseworkshopsprovedto be very
successfulin disseminatingtheconceptand methodology.The team also assessed the
informationandtrainingneedsofMFARD and its agenciesto strengthen M& E capability.

Introducing soundparticipatoryM & E systemsinto ahierarchicalset-uplike governmentis
achallenge, andMFARD and DFARD shouldbecomplimentedon taking up thechallenge.
Wearepleasedto haveplayedamodestrole in theprocess.This document,by reportingon
theeffort anddisseminating informationaboutit, strengthenstheeffortandcarriesitsmessage
far andwide.

Yugraj SinghYadava
Chennai Interi m IGO Coordinator
30.12.2000 Bay of Bengal Programme
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1.0 BACKGROUND

A. Introduction

1.01 The Bay of Bengal Programme (BOBP) is a regional FAO fisheries institutionthat has established itself in
its member countries on both sides of the Bay: Bangladesh, India, Indonesia, Malaysia, Maldives, Sri
Lanka,andThailand.

During its first two phases (1979-1993) the BOBP strove to improve the conditions of fisherfolk by
helping member-governments introduce new technologies and extension techniques among fisherfolk
communities.Overthe years,it cametobe universallyacceptedthatfisheriesmanagementis theonlyway
to ensure the future productivity ofthe fisheries sector, protect the bio-diversity ofmarine species and
improvethe livelihood formillions of fisherfolk. Duringits third phase, therefore, the BOBP has attempted
to introduceandimplement fisheriesmanagementpracticesin membercountriesthroughan integrated
coastal area management approach. Conservation of fisheries resources, environmental protection and
community-Abased fisheries management including regulation offishing efforts form the core aspects of
this programme.

1.02 In Sri Lanka, the BOBP has focused during the third phase on facilitating improved management ofthe
ornamentalfish sector. In this endeavourthe BOBP assisted theMinistry of Fisheries and Aquatic Resources
Development (MFARD) and the Department of Fisheries and Aquatic Resources (DFARD) through
awareness-building,strengtheningtheinstitutionalcapacityofconcerned agenciesandtechnicalassistance.

Workshopsanddiscussionswith stakeholders revealedthatstrengtheningtheMonitoring andEvaluation
(M&E) Systemwould helpthegovernment totrackperfonnanceanddeterminetheimpactsofitspolicies,
programmesandprojectsandtherebycontributetowardsimprovedfisherymanagement.A keyelement in
any fisheries management programme is the Management Information System (MIS) that supports the
decisionandpolicy making processes.

1.03 In consultation with the BOBP, the MFARD awardedthe consultancy assignment on Strengthening the
M&E System in the MFARD and DFARD to the Ministry of Plan Implementation and Parliamentary
Affairs (MPI & PA) (Annexure 1). The consultancy was to be carried out by the PerfonnanceEvaluation
Unit (PEU) ofthe MPI & PA, with the assistance ofan external consultant provided by the FAO.

B. Rationale

1.04 Past development plans of MFARD focused heavily on increasing fish productionwith littl e emphasis on
resourcemanagement.Having realisedthe importanceofresourcemanagementto ensureasustainable
fishery, the government has given high priorityto fisheries management in its current Six-Year Plan (1999-
2004). The Six-Year Fisheries Development Programme ofthe MFARD highlights the present status on
planning and the need for an M&E mechanismthus:

“Some shortcomings ofpast Plans include an over-estimate ofexploitable marine resources as well as a
pre-occupationwith increasing production,whilst neglecting resource management. Past Plans also suffered
from poorandunreliabledataandstatistics,particularly theabsenceof a catchand effort monitoring
system.”

1.05 During recent decades, international development policies have undergone a process of rapid evaluation.
Recent global initiatives have establisheda Code of Conduct for Responsible Fisheries. The Code sets out
guidelines and international standards of behaviour for responsible practices which will ensure effective
conservation, management and developmentof living fisheries and aquatic resources. The Code stipulates
guidelines formanagement, post-harvest  practices andtrade. Sri Lanka is keen to adopt and implement the
Codewith suitablecountry-basedstrategies.

1.06 Policiesin thefisheriessectorincludingtheintroductionofthenewFisheries andAquaticResourcesAct
No.11 of1996 and new regulations framed under ithave undergone changes. But the survivaloffishery as
an industry is threatened by depletion of resources, habitat destruction, declining bio-diversity, and
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environmental pollution. As a result food security is threatened. Some peripheral rural 
fishing communities face poverty and declining incomes. To help confront these problems, 
the Government of Sri Lanka (GOSL) has sought the assistance of the BOBP to assist in 
developing an effective result -based M&E system. 

 
C. Objectives 
 
1.07 This study aims at facilitating the establishment of a result-based management system in 

the MFARD and its agencies. The assignment would basically focus on the following. 
 

(i) assessing the strengths and weaknesses of the existing M&E system 
 

(ii) developing and introducing a suitable methodology for a result-based M&E system 
 

(iii) conducting a series of exercises on a pilot basis to establish the performance 
management system through a participatory process with the officials of the 
MFARD and its agencies and 

 
(iv) creating awareness among key personnel and orienting them to the concept and 

application of a performance management system. 
 
D. Scope of Work 
 
1.08 The scope of the M&E Study covers the following aspects. 
 

a. conducting a diagnostic study on existing M&E practices in the MFARD and 
DFAR; reviewing data sources, data collection methods and reporting procedures 

 
b. identifying the information needs of the MFARD and DFAR information 

requirements for monitoring the progress and outputs of institutions; and the effects 
of fisheries policies and programmes; 

 
c. examining the scope for improving existing M&E systems and practices including 

improved data collection and dissemination systems; and 
 

d. developing strategies and approaches for strengthening M&E and management 
information systems through consultative workshops. 

 
E. Study Methodology & Approach 
 
1.09 The team reviewed existing M&E systems and practices including the management 

information systems (MIS) of the MFARD and DFARD. It reviewed documents, formats 
and manuals and held discussions with key personnel concerned with fisheries development 
management. The team also visited selected sites to examine the degree of beneficiary 
involvement — the fishing community’s participation in the project cycle management 
from identification of projects toplanning, implementation, monitoring and evaluation. 
Through a consultative process, the team developed a “result-based” monitoring and 
evaluation methodology using Logical Framework Analysis (LFA) as the basis. The team 
conducted five Logframe workshops for over 100 senior, middle level and field officers of 
the MFARD, DFARD and its agencies such as National Aquatic Resources Research and 
Development Agency (NARA), Ceylon Fishery Harbour Corporation (CFHC), Ceylon 
Fisheries Corporation (CFC), National Aquaculture Development Authority (NAQDA) and 
National Institute for Fisheries Training (NIFT). The team also carried out a series of 
exercises on a pilot- testing basis to examine the feasibility of extending the same process 
to all on-going and future development projects and programmes. As most of the staff who 
attended these workshops did not have any previous exposure to the Logframe approach, 
these workshops proved to be very successful in disseminating the concept and 
methodology. 

 
1.10 The team also conducted a diagnostic study on existing M&E systems and practices by 

reviewing documents, reporting formats, manuals and circulars and holding discussions 
with key officials in fisheries development and management. The study proposes several 
strategies, methodologies, approaches, techniques and M&E mechanisms to extend the 
present “input-output” based M&E system towards a “result-oriented” performance-based 
M & E System. The team also carried out an assessment of information requirements 
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and training needs to strengthen the M&E capability of the MFARD and its agencies. The Work 
Plan of the Study Team is attached under Annexure 2. 
 
F. Sources of Information 
 
1.11 The study team used discussions with key officials, members of the fishing community, 
representatives from fishermen’s co-operatives and community- based and women’s organisations. 
The team also used other secondary sources such as studies and reviews. Supplementary 
information and primary data/ information were also obtained through discussions and interviews 
with senior officials of institutions such as NARA, CFHC, NIFT, the Planning Division of the 
MFARD, DFARD, and NAQDA. The team conducted beneficiary surveys and focus group 
discussions with District Fisheries Extension Officers (DFEO)and harbour managers who work 
closely with the fishing community. The team also had discussions with the fishing community to 
understand the community involvement at various stages of the project cycle. The team made the 
best use of the Logframe Workshops to obtain views and information about the M&E system. 
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Coastal Offshore&
DeepSea

Total
Marine

Aquaculture Total

1991 159150 15080 174230 23830 198060
1992 163170 22000 185170 21000 206170
1993 169900 33000 202900 18000 220900
1994 174500 37500 212000 12000 224000
1995 157500 60000 217500 18250 235750
1996 490000 57000 206000 22250 228250
1997 152750 62000 214750 27250 242000
1998 166700 63500 230200 29900 260100

2.0 RESOURCE MANAGEMEN T FROM
FISHERIE S SECTOR PERSPECTIVE

2.01 The fisheriessector in SriLankaplaysavital role intermsof employment generation, protein supply tothe
nation and export earnings. The bulk of the fish supply, around 88%, comes from marine resources;
aquaculture contributestheremaining 12%. The contribution of the fisheries sector to the national Gross
Domestic Production (GDP) is estimated to be 3%. Around 65% of the animal protein intake of the
population comes from fish. Thepresentper capitaconsumption of fishisestimatedto bearound 16 kg per
annum.Thoughthis is generallyregardedas low, it is higherthanthefigures for IndiaandBangladesh.

2.02 TheNationalFisheries DevelopmentProgramme1999-2004states that about150 000peoplearedirectly
engagedin fishery includingaquaculture,with another100 000employedin related areas suchastrading,
processing,boatbuilding,etc. In all it is estimatedthat700 000 to 900 000dependonthe industry for their
livelihood.

2.03 Thetotal fish productionhasgraduallyincreasedfrom 183 990metric tonnes(MT) in 1990 to 260 100
MT in 1998.Thefollowing tableprovidesfish productionfiguresby sub-sector from1991 to 1998.

Table I. Annual fish production, 1991 to 1998 (in metric tons)

Table II. The numberof operatingfishing crafts(1990-1998)

* Dayboat figuresrepresentbothdayboatsandmulti-dayboats

2.04  In the past, the government’s thrust was to increase fish production by issuing more and more boats under
various incentive schemes. Result: a rapid expansion of the fishing fleet — especially the coastal near
shorevessels— andtoomanyfishermencompetingfor fast-decliningresources.Theincreasingimbalance
betweencatchandeffort hasbeenobserved andreported throughseveralstudies.Despitethe resource
depletionand drop in fish productivity, the demandfor fish hasbeenincreasing withthe population.

4

Non- Out-Board Engine En-board Engines Total
Mechanized Fishing
Traditional Craft

Traditional Fibreglass Day Multi-day

1990 * 14580 973 9758 — 2364 27675
1991 * 15192 1022 9952 — 2442 28608
1992 * 13381 1012 8709 — 2964 26066
1993 11280 1009 7754 1272 1204 22619
1994 12462 1016 8843 1272 1543 25136
1995 14649 1060 8564 1357 1639 27269
1996 13873 149 8334 1543 1710 26609
1997 14225 1771 8300 131 1764 27411
1998 15659 1845 6919 2494  1353 28261

Ravikumar R Manian




Moreover,all over the worldpeopleare nowmovingaway from meat andtowardsfish. Fishbeingthe
mostpopularandcommonlyused animal protein in the dietofthepeopleof SriLanka, theMFARD hasa
major role to the playin the food securityas well as nutrition. However, thecivil unrest in theNorth andEast
Provinceshasled to asubstantialdeclinein fish supplies.All these factors haveincreasedthedemandfor
fish. Butthisdemand should not bemet by damaging theresource base.

As per theSix-Year DevelopmentProgrammeof theMFARD, the MaximumAnnual SustainableYield
(MSY) for coastal resources has been   estimated ’estimatedto be250,000 MT, madeup of 170,000 MT of pelagics
and80,000MT of demersals.It appearsthattheannualestimatedcatch in the coastal area is inexcessof
the Maximum SustainableYield (MSY). Presently,fishingin the NorthandtheEastis restrictedbecause
of theprevailing civil unrest.Moreover,theabsenceof reliable statisticson fish catchesin generaland
North andEastProvincesin particular,creates doubtsaboutstatistics.

Despitethesedoubts, basedon proxyindicators,thereisastronggeneralbelief amongofficials ofDFARD
that coastalresourcesare reachinglevelsof over-exploitation whereasoff-shoreanddeep-searesources
areunder-exploited.Thetotalbio-massis estimatedaround400,000MT. Thepotentialexploitablelimit
ofdeep-searesources isestimatedaround90,000MT. In 1997,thereportedfishproductionfrom deepsea
is around 57,000MT, which is below theMSY

2.05 Thesestatisticsindicatethatthe coastalresourceshave been apparentlyover-exploited whereasthe off-
shore/deep-searesources can beexploitedfurther, subjectto the validityof data. Thesestatistics have
indicatedthe needforashift in focus fromproductionto resource management.

2.06 With the changein the govenunent’sthrusttowardsresource management,‘a well-designedinformation
base formonitoringandmanagementhasbecomenecessary.Themain areasofthe policy thrust,asper the
currentSix-YearDevelopmentProgramme,are thefollowing.

• Developmentof a national programme forexploitationof fisheriesand aquaticresourceson a
sustainable basis.

• Improvementof fishing operationsthroughtheintroductionof modern vesselsandequipmentand
provisionof infrastructuresuchasharbours,anchorages,shore-basedservices,feeder roads,etc.

• Trainingto upgrade theskills of fishermen, vesseloperators and managers.

• Introductionof appropriatetechnologyto modernizethe indusiry and to improvethe role of the
sectorin the nationaleconomy.

• Developmentof aquacultureandinland fisheriesas ameansof increasingdomesticproduction,
employmentandnutrition.

• PreventionofunauthorisedexploitationofresourcesinSri Lanka’sExclusiveEconomic Zone(EEZ)

• Diversificationof exportswithemphasison valueaddition.

• Fiscaland otherincentivesfor offshoreanddeepseafishingandaquaculture.

• Implementationof appropriateschemesto providewelfarefacilities to fishing communitiesand
protect them from natural and otherenvironmentalhazards.

2.07 Areviewofdata frompastresourcesurveysindicates excessivefishingpressureleadingto over-exploitation
of resources innear-shoreareas.Due to unrestrictedexpansionof the fishing fleet andopenaccessto
resources,coupledwith unregulatedfishing methodsandpracticesoveraperiod of time, heavy over-
exploitationof resourcesbeyondthe MSY is feared. The worst-casescenariois that someimportant
biological specieshave beeneliminated.To saveresourcesfrom furtherdamage,the GOSL hasshiftedits
focusfrom productionorientationtowardsresource management.

In this direction,the GOSL hasenactedthe new Fisheriesand AquaticResourcesAct No. 2 of 1996,
which laysemphasison regulationof fisheriesoperationsthrougha systemof licensing.Underthis Act,
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regulationshavebeengazettedto bancertainfishingoperationswhichareconsideredharmfulordestructive.
A systemof licensinghasbeenintroducedto regulatesuchfishingoperations.Moreover,theGOSLhas
alsotakenstepstopromotetheoffshore/deep-seafisheryandhasrevivedinlandfisheriesandaquaculture
by reintroducingstatepatronage.With the shift of emphasisfrom coastaltowardsdeep-seafishing, fish
productionfrom deep-seawatersis reportedto havegoneup from 4,300MT in 1987to 621,000M T in
1997,accountingforabout25%ofthetotal fishlandings.However,onehasto bearinmindthatcurrently
mostmulti-dayboatsoperatein internationalwatersbeyondourEEZ,andsomeevenasfar astheArabian
Seaandthe RedSea.

2.08 Therecent“Off-ShoreLargePelagicFishResourcesSurvey”conductedundertheADB- assistedFisheries
SectorDevelopmentProject(FSDP)hasestablishedthattherearegoodprospectsfortunalong-linefishery
in deep-seaareas.However,the team’s discussionswith thefishing communityandothersinvolved in
operatingmulti-dayboatsindicatethat the conceptoftunalong-linetechnologyas pilot-testedunderthe
ADB-fundedFSDPmustbefurthertestedin orderto markettheconceptsuccessfully.With thetermination
of the surveyprogrammeand withdrawalof assistancefrom the project, it hasbeenreportedthat the
privatelyownedboatsengagedon thispilot studyhavemovedout of thismethodbecauseof low returns
andhighoperationalcost.Theteamis oftheview thattheabovesurveywas in thenatureof apilot study;
giventheabsenceof sufficientdataandinformationto provethecost-effectivenessofthismethod,andthe
lack of properdemonstration,awareness-buildingandcommunityparticipation,thetechnologyhasnot
beenaccepted.

2.09 To ensurethe long-termsustainabilityof fishery resourcesandsupplyof the country’sanimalprotein
needs,aswell asovercomethepressingproblemsencounteredby thefishingcommunity,it is necessaryto
developaneffectivemanagementandmonitoringsystemwith communityparticipation.Theseobjectives
canbeachievedthroughintenseawarenessandcapacity-buildingprogrammeswhichconvincepeopleat
thegrass-rootslevel aboutthebenefitsofmanagementcontrols.The communityshouldbeeducatedand
persuadedaboutthe importanceofintegratedfisheriesmanagementprogrammes.Theawarenessmustbe
convertedinto strongpublicopinion,whichwill resultinbehaviouralchangesamongbuyers.Forexample,
if housewivescontinuebuying undersized,immaturefish or rarespecies,producerswill continueto
indiscriminatelycatchthem.Hence,awarenessprogrammesshouldcovernot only thefishingcommunity
but alsocoverintermediariesandthefinal clientele,theconsumer.To ensuretheircommittedparticipation,
all ofthemmustbemadepartiestotheconceptof community-basedmanagement.This will bring abouta
senseof commitment,ownershipandpridein theideaandactiveparticipationin resourcemanagement.

2.10 Presently,the communityregardsall mattersrelatedto fisheriesmanagementastheresponsibilityofthe
governmentand the Departmentof Fisheries.The communitydoesn’t seemto believethat it hasany
responsibilityon thisscore.Its concernseemsto beto catchas muchfish aspossible,usinganypossible
method.Rulesandregulationsexist,but enforcementis anothermatter.The implementationmachinery,
consistingof officials from theDepartmentof Fisheriesandfield officers, hasnot beenfully effectiveto
build adequategrassroots-levelsupport.The communityrarelysupportsrulesand regulations,whichit
regardsas anattemptto governandregulateits meansof livelihood.

2.11 Thecommunitymembersinterviewedfelt thattheirparticipationin fisheriesmanagementwasnotsought
andthatthereishardlyanyexchangeofideasoropinons.Theybelievedthatif theyareintegratedinto the
systemin ameaningfulmannerandwith responsibility,theywill whole-heartedlysupportandparticipate
inmanagementeffort. It is onlythroughproperandwell-coordinatedmanagementpracticesthatonecould
ensurethe future productivityaswell as thebio-diversity ofthe marineenvironment,thussecuringthe
livelihoodofthousandsof fishermenandothersin theindustry.

2.12 Unlessthe fishing communities,beingimportantstakeholders,are incorporatedinto the systemin a
meaningfulmannerandwith responsibilityand authority,it is unlikely that anyfisheriesmanagement
systemwill beeffective.

...
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3.0 ORGANIZATIONAL ARRANGEMENTS OF THE MFARD AND
ASSOCIATED AGENCIES

3.01 The MFARD primarilyplaysapolicy-makingrole; DFARD is the keyimplementationandenforcement
arm. In addition, a number of other departments and agencies assist MFARD in discharging its
responsibilities. The organizational chart explains the institutional linkages(Annexure 3).

A. Ministry ofFisheriesand Aquatic ResourcesDevelopment

3.02 TheMission ofMFARD is “Promotionandfacilitationof sustainableutilizationof fisheriesand aquatic
resources for the benefit ofthe people.”

The objectivesof the Ministryare:

• increasingthe nutritionalstatusandfood securityof thepeoplethrough increased fishsupply

• managingaquaticresourcesin asustainablemanner

• minimizingpost-harvestlosses

• increasingemploymentopportunitiesin fisheriesand relatedindustries

• uplifting thesocio-economic statusofthefishingcommunity

• increasingforeignexchangeearningsthroughexport of fishandfisheryproducts and

• managingandconservingthe coastalenvironmentthroughregulationandcontrol of development
activitieswithin the coastalzone

3.03 The key activitiesof the Ministryincludepreparingthe nationalfisheriespolicy, developing investment
plans,facilitating the developmentof aquaculture,co-ordinatingexport promotionactivities, managing
producersubsidyandwelfareservicestothefishingcommunity,trainingstakeholdersinthesector,organising
surveillanceofthe EEZ of Sri Lanka andair/ searescue operations.

B. Department of Fisheriesand Aquatic ResourceDevelopment

3.04 The DFARD is the largest among the various departments of MFARD. It is responsible for the administration,
development,management, qualitycontrol,regulationandmonitoringofthefisheriessector.Thedepartment
provides technical andtechnologicalservicesandwelfare supportto the community.It patronisesand
supportsawell-establishedco-operativesystemwith over800 fisheriescooperativesspreadall overthe
island. Subsidiesto thefishingcommunityarehandledby thisdepartmentthroughfield offices. Thereare
15 DFEOdivisions, eachof which is headedby a District FisheriesExtensionOfficer (DFEO). The
Departmentis responsiblefor theregistrationof fishingcrafts,issueoflicensesand permits,monitoringof
fishingpractices,settlementof fishing disputes,etc. The DFARD is alsoresponsiblefor enforcementof
varousregulations includingthoseundertheFisheriesandAquaticResourcesActof 1996,togetherwith
subsequentamendmentsto the act.

3.05 Attached to the each DFEO office is a District Fisheries Inspector (DFI) with anumber of Fisheries
Inspectors (FI), whose main responsibility is to coordinate activities at the community level. Registration
andlicensingof fishingboatsas well as datacollectionandinformationdisseminationaredonethrough
thesefield staff. Presentlytheyhardlyundertakeanysystematicextensionwork.

3.06 DFARD is organized into five divisions: finance, administration, management, industry and quality
assurance.The finance divisionis headedby anaccountant,all otherdivisionsareheadedby Deputy
Directors.

3.07 The managementdivision is responsiblefor all support servicesanddirectionto the fishing industry.
Organisationofthefishing community into co-operatives,raisingawareness,promotingeducation,‘capacity-
building and upgradingof the fishermen’sco-operativesinto fisheriesbanks— thesearesomeof the
responsibilitiesofthe co-operativedevelopmentwing ofthis division.
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3.08 The Fish Quality Assurance / Control Division was set up recently. It is responsible for the quality of
exported products. Inspectionandcertification ofprocessing establishments andenforcement of Hazard
Analysis and Critical Control Point (HACCP) practices as a means of quality assurance are some of the
responsibilities of this division. Issueofexport licenses for fish and fishery products is anotherresponsibility.

C. Departmentof Coast Conservation (CCD)

3.09 CCD is the agency mandated to exercise overall responsibility for activities within the coastal zone of Sri
Lanka. Its main functions are: (i) Survey ofthe coastal zone and preparation ofa Coastal ZoneManagement
Plan(ii) Regulationandcontrolof developmentactivitieswithin the coastal zone(iii) Conservationofthe
sea coastto mitigate sea erosion; and management and protection of the Coastal Zone.

D. Ceylon Fishery Harbours Corporation (CFHC)

3.10 The functionsof CHFC are: (i) establishment,constructionand maintenanceof fishery harbours and
anchorages,andprovision/operationofshorefacilities.(ii) Managementoffisheryharbours andanchorages
(iii) Repair andmaintenancefacilities for fishingcrafts(iv) Establishment maintenanceandmanagement
of cold rooms, ice plants, etc. (v) Coastal engineering studies for the development of fishery harbours,
anchorages and other shore-based facilities in proposed landing sites(vi) Imposition of port charges on
fishing crafts for the use of harbour services.

E. Ceylon Fisheries Corporation (CFC)

3.11 CFC is mainly concerned with  the marketing of fish. It has its own cold rooms/frozen fish storages and a
fleet of deliveryvehicles.

F. National Institute of Fisheries Training (NIFT)

3.12 This was startedas the Sri Lanka Fisheries Training Centre (SLFTC) for the purposeoftraining fishermen.
It offers courses in navigation, seamanship, etc. NIFT is to be upgraded to the status of an Institute of
Fisheries and Nautical Engineering.

G. National Aquatic Resource, Research and Development Agency (NARA)

3.13 This is the research wing of MFARD. It organises a variety ofresearch activities on fisheries, and living
and non-living aquatic resources in general. The research also covers the socio-economics ofthe fishing
industry, post- harvest fisheries, conservation of aquatic resources in inland waters, coastal wetlands and
offshore areas, and advisory and consultancy services in technical, technological and scientific areas.
NARA has seven main divisions: (i) Oceanography Division; (ii) National Hydrographic Office (iii)
Environmental Studies Division (iv) Marine Biological Resources Division; (v)Inland Fisheries Resource
and Aquatic Division (vi) Fishing Technology Division (vii) Institute of Post-Harvest Technology.

H. National Aquatic Resource Development Authorit y (NAQDA)

3.14 The Aquaculture Division ofthe MFARD has now been upgraded to the level ofan autonomous authority.
Stocking of major and minor reservoirs, medium and small perennial tanks, promotion of-community
based fish seed production, including breeding and fish farming, are some of the important functions of
this authority.

I . Cey-Nor Foundation Ltd . (Cey-Nor)

3.15 This is a public company under MFARD. Main functions include the construction of fishing boats,
manufacture offishing nets and sale ofice.

J. M& E Arrangementsat MFARD

3.16 The Secretary, MFARD, is the Chief Executive Officer (CEO) responsible for the overall management of
the Ministry. The monitoring and evaluation of development activities and other work programmes are
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underthe purviewofthe PlanningandMonitoring Division oftheMFARD. This Division is headedby a
Director with two DeputyDirectors,three Assistant Directors andthirteen otherstaff. It alsomonitorsthe
activitiesof agenciesthatcome underthepurview oftheMFARD.

3.17 The Secretaiy,MFARD, chairs themonthlyprogressreview meetingswith the headsofthe departments
andagenciesunder thepurview of the Ministry. Thesemeetingsare coordinatedby the Planningand
Monitoring Division.Presently,physical andfinancial progressreportsconsolidatedby thePlanningand
Monitoring DivisionareusedasabasisforM&E discussions.Thefinancialandphysicalprogressreporting
systematpresentseemsto sufferfrom severaldeficiencies.For example,physicalprogressis basedon
subjectivejudgement ratherthanon anobjectiveapproach.Hencethereliability, accuracy andthoroughness
ofinformationbehindthephysicalprogressreportingisquestionable.TheMFARD usestheformatprovided
by the MPI & PA to reporton the quarterlyfinancialand physicalprogress.The teamnotedthat the
presentM&E systemfails to monitorrecurrentexpenditure. Moreover, underthe existingsystem,neither
the beneficiaryresponses nor theimpactsof development interventionsaremonitoredor assessedon a
regular basis.

K. M&E arrangements at DFARD

3.18 Themainactivitiesofthe DepartmentofFisheries includeservicesto thefishingcommunity,coordination
of fisheriesco-operative societies, formulationandimplementationof regulationsfor thebenefit of the
industry, registrationof fishingcrafts, issuanceof permits,implementationof the fisheriespensionand
social securityschemesandtraining programmesfor fisheriesofficers.

3.19 The monitoring andprogressreview activitiesof the DFARD comeunder the purviewof the Deputy
Director,FisheriesManagement,who isassistedbyanAssistant DirectorwithDistrict FisheriesExtension
Officers at the field level. At the monitoring and progress reviewmeetings,moreemphasisis laid on
addressingadministrativemattersthanon systematicmonitoringandevaluation.As aresult,programme
benefitsandresultsandthe sustainabilityof interventionsare nottracked. Further,little effort is made to
collect informationon beneficiary responsesandon theimpactsof theDepartment’s activities.

...
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4.0 MONITORING AND EVALUATION SYSTEM

A. Existing M & E System

4.01 TheGovernmentofSri Lankaisincreasinglybeingpressuredtousethe availableresourcesmoreefficiently
andwisely in view ofthedecliningresourcebase.Concernshavealsobeenraisedby civil societywith
regardto the returnsand impactson public investments.In this context,public sectorreformsarebeing
implementedto makeall governmentagenciesmoreefficientandaccountable. Tillnow, thepracticehas
beento fundtheprogrammesofgovernmentagenciesonthebasisofprojectedoutputs,with little emphasis
on outcomes.There hasbeenno propermechanismto systematicallygaugeoutcomes.This situation
appliesto MFARD aswell. The M&E systemin theMFARD and its agencies shouldtherefore bere-
orientedtowardsaresult-orientedperformancemanagement.

4.02 The MFARD has proposedto developacomprehensivemanagementinformationsystem(MIS) thatwill
stressdatacollection on the performanceof eachproject or activity, andgenerationof management
informationon aregular basis sothatthe officers concernedwith implementationcaneffectively monitor
progressorperformance.To movetowardsuchasystem,theMFARD hasestablisheda Planning and
Monitoring Division.UndertheUNDP- fundedproject,assistancehasbeenprovidedto strengthenthe
statistical unitofthePlanning& Monitoring Division. Field-levelinformationneededto establishadata
basehasalsobeencollectedwider this programme.

4.03 At present,for thepurposeofmonitoring,theMFARD preparesanAnnual Implementation Programme
(AlP) coveringvariousagencies,projectsanddepartmentsunderits purview.The AIPprovidesadetailed
breakdownoftheactivities andthe financialandphysicaltargetsand time frames (monthandquarter).
Physicaland financial achievementsare recordedon amonthly basisto ascertainperformanceagainst
targets set in theAIP. This processenablesthe managementto identify shortfallsandsetbacksin
implementation,andthereasons,sothat corrective measurescanbeundertaken.

4.04 The Monitoring and Progress Review in all Ministries including MFARD takesplace atnational, institutional,
project anddistrictlevels.At thedistrict level,theDistrictFisheries ExtensionOfficer (DFEO)is responsible
for monitoringthe progressof activities underhis purview. The DFEO holds progressreviewmeetings
with his field staff. At thedistrict level, theDistrict Secretarytoo reviewsthe progressofvarioussectors
includingfisheriesattheDistrict CoordinationCommittee meetingwhich is heldeveryquarter.

4.05 Atthe institutional level, reviewmeetings areheldevery month and chaired by the heads ofthe departments/
institutionsconcerned.The Director, DFARD,conductsmonthlyreviewmeetingwith DFEOs andother
concerned officials.

However,thereareno distinct M&E units atthe institutional level. At theMFARD, thePlanning and
MonitoringDivision is responsiblefortheoverallM&E functions.At theMinistry level, quarterlyprogress
reviewmeetingsareheldunder thechairmanshipoftheHon. Minister.The SecretaryofMFARD oversees
andreviews performanceon a regularbasis. Theseforumsareresponsiblefor monitoringandguiding
progress.Decisionsandcorrectivemeasuresaretakenattheseforumson thebasisoftheprogressreviews.

4.06 Thereis a two-tieredprogressreviewmechanismatthenational level: theOfficials CommitteeMeeting
(OCM) and the Ministerial Committee (MCM) whichis coordinatedand facilitatedby theMPI & PA. The
OCM is held on a quarterly basis; it is chaired by the Secretary, MPI, and comprises the Secretary and
seniorofficials ofthe relevantMinistry, representativesoftheDepartmentofNational Planning(NPD),
theDepartmentof External Resources(ERD), theMinistry ofFinanceandthePresidential Secretariat.
TheMCM is thehighestleveltrouble-shootingforumwithin thegovernmentandis chairedbyHerExcellency
thePresident.It comprisestheMinisters,DeputyMinisters, Secretaries andSeniorMinistry andtheMPI
& PA together withthePresidential Secretariat,MinistryofFinance,ERD andNPD. Progressis reviewed
on a quarterly basis,policy- level issuesare discussedand directivesgiven to facilitatethe smooth
implementationofprogrammes.

4.07 At all levels,the ProgressReview Mechanism lays emphasison financialandphysicalprogress rather
thanon benefits, effectsand impacts.A properlydesignedM&E system shouldfocusnotonly on input-
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output monitoring, but also on outcomes such as benefits, effects and impacts. Current thinking on the
management ofdevelopment emphasisesa result-basedM &Esystem withactive community participation.
The MFARD is consequently taking steps to re-orient its present M & E system

4.08 Under existing arrangements, field-level data is collected by Fisheries inspectors (Fis) attached to the
respectiveDFEOoffices.At present,thereare15 DEFOdivisionsisland-wide.Asperavailableinformation,
one Fisheries Inspector has to cover up to a maximum offive fish landing sites in his area. Data relating to
a fewselected majorvarieties offish and fishing crafts are collected by an Fl. NARA too collects sample
biological datarelatingto afew selected speciesat a fewlanding centres. Besides, under theADB-funded
FSDP,NARA obtainscatch-relateddatafrom some200multi-dayboats forwhichLog Bookshave been
issued.

4.09 HavingreviewedtheexistingM &E SystemoftheMFARD andits agencies,theteamnotedthefollowing
shortcomings and deficiencies which need to be attended to.

(a) Someoftheimportantdecisionson resourcemanagementare basedon resource surveystatistics
whichwereundertakenacoupleofdecadesago.These surveyswerenot followedup with reliable
statisticaldatacollection;hencetheMSY ofexploitable resourcesmaynotbe areflectionof the
currentsituation. Concernshave beenraisedby thebeneficiariesaboutthevalidity ofstatisticson
bio-mass,aspolicy decisionsbasedon thesedataseriouslyaffecttheirlivelihood.Fdrexample,the
maximumannualsustainableyield from thecoastalwatershasbeen estimatedat 250,000MT —

made up of 170,000 MT ofpelagic species and 80,000 MT of demersals. During the team’s field
visits andthediscussionwith thebeneficiaries aswell asMFARD officials, concernswereraised
aboutthereliabilityofthisdata.It ispointedoutthatno coastalresourcesurveyshavebeenundertaken
aftertheFridtjofNansensurveysof 1978and 1979.

(b) Various donor-assisted projects have tried to establish an MIS to cater to the needs offisheries
management.TheLog Book system introducedto collectcatchandeffortdatafrommulti-dayboats
undertheADB-fundedFSDP,is acasein point. Althoughthis programmecouldgenerate valuable
information,its sustainabiitycannotbe assuredbeyondtheprojectperiod.

(c) Fromdiscussionsheldby theteamin thefield aswell aswith officials, it appearsthat theexisting
information-gatheringsystemdoesnot supportthegenerationof reliableand authenticdatafor
propermanagementdecisions.Thefishing community,theownersofmulti-dayboats,aswellasthe
harbourmanagerinterviewed,reportedthat thedatacollectors:- the FIsaswellasrepresentatives
fromNARA — arevery oftennotseenatthefish landingcentresorharbourswhenactivitiesareat
theirpeak.The FIs contendthattheydo visit the field occasionally,andthattheinformationthey
providearebasedontheirassessmentandknowledge.TheFIs also saidtheyareoverburdenedwith
otherwork,mostofwhich isassignedon an ad-hocbasis;hence, theyareunableto devotetheirfull
attention to their regularwork. About Log Books, some ofthe multi-day boat owners as well as the
harbour manager interviewed said that compliance is low; the information provided in the logbook
is notreliableandaccurateasthe information requestedis toodetailedand sometimesnot relevant
orimportant. (We observed thatthere is no sound mechanismto conduct validation and verification
checksonthedatathat is collectedatthefield level.)

On community involvement — it isnecessary to educatethecommunity sufficiently,makeit aware
ofthe needfor authenticinformation, andcreatea senseof ownershiptowardsparticipationin
resourcemanagementto ensuresuccess.

(d) At present,thecommunityishardlyinvolvedin datacollectionandinformationdissemination.The
processis top-downrather thanbottom-up. In fisheries management basedon community
participation, thereis two-way infonnation flow _ from the community to the authorities and vice
versa. Such a two-wayprocess will enable theactive participation ofthe community in all processes
— policy formulation,monitoringand implementationthroughacollaborativeandconsensus-based
approach.MFARD would thenbeableto establishacloserrapportwith thestakeholdersanddeal
with the socio- economicand environmental needs ofthe sub-sector in a balanced way.
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An example: though the government feels that coastal resources are over- exploited, most coastal 
fishermen do not believe that this is so This maybe primarily due to lack of community 
involvement in conducting surveys and disseminating the findings. The practice has been that the 
MFARD and its agencies have been working without much community participation. Its top-down 
approach has not been very conducive for the community’s participation in fisheries management. 
 
(e) Under the existing M&E system, data collection and transmission are done manually. This 
takes up a lot of time. This information is processed at the statistical unit of the MFARD with the 
assistance of stand-alone computers. There is no linkage between different agencies/departments to 
the central computer system through an on-line networking arrangement. The couple of computers 
at the district level are not linked to the central computer either. Result: decision-makers in most 
cases do not get the required information at the right time _ when very important decisions have to 
be made. Effective fishery management is possible only if information flow is systematic, smooth 
and quick. 
 
(f) Some of the forms presently in use are too lengthy and complicated in terms of the information 
requested. In particular, according to the harbour managers and some of the multiday boat owners 
interviewed, the boat operators are unable to understand some of the information called for. The  
application for licensing is complicated and lengthy. It is necessary to examine the relevance and 
usefulness of the information collected and re-design the form. In our opinion, there is a need to 
look at the problems of data collection, compilation, analysis and information dissemination in 
depth and take necessary steps to upgrade the system as a whole, to enable effective and systematic 
implementation. 
 
(g) Lack of reliable updated information on the number and type of crafts and gear seemed to be a 
serious draw back to effective implementation of fisheries management. At present, the records 
and registers in the Fisheries Industry Division of DFARD show acumulative total of over 84,000 
boats registered with DFARD, while the the statistical data for 1998 shows only 28,261 boats. As 
the process of licensing and renewal is operationally not very effective, there is no reliable 
information on the number of operating boats. The Fisheries Act of 1996 made registration and 
licensing of fishing crafts mandatory, but compliance is low. This aspect should be looked at 
seriously, and the information generated should be fed into the proposed central computerized data 
management system. 
 
The registration and licensing of fishing crafts and the renewal of fishing licenses can then be 
monitored through the computerized information system. Such a system will facilitate enforcement 
as well. 
 
(h) A Unit for Monitoring, Control and Surveillance (MCS) exists, but it seems to lack a sound 
data base on unauthorized and illegal fishing and other environmentally unfriendly practices. A 
computerized data management system is a pre-requisite to ensure the success of MCS which 
forms the core for the implementation of fisheries management. Monitoring will include the 
collection of reliable and authentic data and management of the collected information. Control will 
bring about proper licensing of the fishing crafts, resignation of the fishing activities and related 
legal aspects. 
 
Surveillance will focus on collecting information to regulate fishing activities including 
unauthorized and illegal fishing, and monitoring of environmentally unfriendly practices and loss 
of bio-diversity. 
 
(i) Data is lacking to promote any newly introduced of improved technology or fishing practice.  
The fishing gear used by the fishermen fall mainly into two categories — drift gillnets and 
longlines. The gillnet fishery is universally discouraged today due to its environmentally 
unfriendly nature; there is now a thrust towards the longline fishery. Under the ADB-funded 
FSDP, a resource survey was done for offshore large pelagics (1995-97), engaging three multi-day 
boats and using drift gilinets and tunalonglines. There is no supporting database to prove the 
superiority of the newly introduced technology and convince fishermen about it. Even the little 
data available has not been sufficiently disseminated. As a result the newly introduced technology 
has not been effectively transferred to the conmunity. 
 
(j) The team’s discussion with harbour managers revealed that at present they are in the process of 
introducing the user charge system for providing facilities and services to harbour users. But it is 
 
 

12 



necessaryto makeharbourscost/profitcentresandestablishprofit performancecriteriawithbudgeted
targets toenablethe harbours tooperateasprofit centres.It appears that harbourmanagersarenot
awareaboutwhethertheunits undertheir purview providesufficientreturnsatanygiventime, as
theaccountsare maintainedatthe headofficeandthemanagerslacktimely accessto these accounts.
Moreover,harbourmanagersatpresentdo not collect anydatarelatingto landings,sales,type and
weightof fish, quality,productionandissueofice. Thereis no propersysteminplace tomonitorthe
movementsof fishing vesselsin and outof theharbour.

(k) At presentthereis no propermechanismto monitor thequality of fish andfishery products,so
important forexports. Fishery harbourswill havetobedesigned withproper fishunloading,handling
andmarketingareas andwith necessaryinfrastructurefacilitiesinconformitywith healthandhygiene
standards as laiddown in the EUregulationsandthe recentlyactivated Fish Products(Exports)
regulations.As per therequirementsof HazardAnalysis Critical ControlPoint (HACCP),proper
hygienicstandards andhandling methods shouldbeappliedfrom the pointof capture,handlingand
storageon board until the pointof process andexport.Theseaspectsshouldbe closelymonitored
andrecorded.

As per EUregulations,theDirectorof Fisheriesis the authorityresponsiblefor thequalityassurance
ofexport products.A unithas beenestablishedunderhimto overseethe qualityaspectsofall export
products.It will thereforebe necessary todesignapropersystemof monitoringandcontrol over
such aspects toenablepropercertification of export products.All requirementsstipulatedin EU
regulationsshouldbemet, andall thefacilities enjoinedshouldbe providedin fishing boatsatall
harbours,anchoragesand major fishlanding centres.Theseshouldbe operated andmaintained
properlyin the bestsanitaryconditions.It hasbeenreportedthatmostoftheauctioncentres established
undervariousprojects andprogrammesare notbeingfully utilised by thefishermen.It is therefore
necessarytomonitorwhetherthefacilitiesprovidedto improvefish quality arebeingfully utilised.
It is not enoughto introducenewmethodsandpractices;amonitoringsystemon the adaptation or
usageofthesemethodsto assess theirrelevanceandbenefitsis essentialas well.

(1) As regardsthe biological and otherresourceinformation generatedby NARA and DFARD, the
following weaknesseswerenoted.

(i) Only a few officials in DFARD areavailablefor field visits. Eventhey areburdenedwith
“other” dutieswhich leavethem with hardly any time forvisits to fish landing siteswhen
activities areattheir peak.

(ii) Becauseofthe constraintmentionedabove,only afew selectsitesarevisited — and thattoo
atrandom.

(iii) Only afewselectedspeciesof fisharestudiedfor the purposeofassessing thebiomass.This
limited samplingmay not besufficiently representativeto arriveat anyreliableprojections.

(iv) The fishingcommunityishardly involvedin this exercise.It seemstobe unaware about why
someofficials cometo the beachon and off and takemeasurementsof fish. Community
awarenessisabsent,so isits participation indatacollection,whethertheexerciseis conducted
by FIs or by NARA.

(m) ThepresentM&E systemin theMFARD focuses mainlyon input-output monitoring,with very little
emphasisonbenefits,effectsandimpacts.Mostgovernmentagenciespreparefinancialandphysical
progressreportson thedisbursementofallotted funds,to satisfythe requirementsofthe Ministry of
Financeand Ministryof PlanImplementation.Financial monitoringmay indicate the payments
madebut not necessarilythe work done. Under inflationaryconditions financial progress reports
fail to give the correct pictureofthe workdone. Moreover,delayedpaymentscanalsounderstate
theprogress.Onthe otherhand,advancepaymentscan overstateprogressunlessproperlyidentified.
Hencefinancialprogress reportingis not sufficientto monitortheprogressof aprojector anactivity.
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(n) The “physical progress reportingsystem” of MFARD is inadequate too. It providesarbitrary
percentagefiguresbasedon subjective assessmentsby the projectmanagement.There areno set
milestonesor criteria to assessphysicalprogress.Suchprogressreports are not reliableindicators
of project progress orperformance. Targetsand criteriashouldbe establishedinconsultationwith
thetechnicalstaffoftherelevantauthority toensurethatthephysicalprogress reports aremeaningful
andobjective.

(o) Underthe present M & Esystem,there isno mechanismto monitorbenefitswhile the projectis
beingimplemented.Takeas an examplethe FisheriesSectorDevelopment Project.Therewas no
continuousor systematic monitoringconcerningbenefitsandbeneficiaries.In respectof harbours
too, it is necessary to keeptrackof the numberof boats, theincreasein the number of trips, the
incrementalfish catch,increaseof income,etc. to justify the projectintervention.

The existing M & Esystemfails to establishacultureofresult_orientedaccountability. Duringthe
interim evaluationof the micro-credit componentof the FSDP, the ProjectManagementseemed
moreconcernedwith disbursementofmicro-creditthanits effectivenessin termsofcoastalfishermen
withdrawingfrom fishing activities.Eventoday, the projectdoesnot have information aboutthe
numberoffishermanwho have quit coastalfishing. In sum,theexistingM & E system is notgeared
to stimulateresults.This drawback is not uniqueto FSDP orevento fisheries.Ithasbeennoticedby
MPI while evaluating projects inanumberof sectors.

(p) There isno mechanismto obtainfeedbackfrom beneficiaries whileaproject is beingimplemented.
As aresult,aproject cannot bemodifiedin time, if suchmodificationis necessary,to ensurethatthe
target groupbenefits.While conductingthe interim evaluationof the FSDP, the evaluation team
noticedthatin somefisheryharbours thedepthof the basin in frontofthe newly constructedquay
walls was insufficient; as a result, large boatswereunableto reach the quay wall and getthe
requiredservice.It is necessary toinvolve thebeneficiariesfromthe stageofprojectidentificationto
completionandbeyond.

(q) TheMFARD and its agenciesdo not haveproject-specificperformance indicatorsto monitor the
performance/progressof various projectsand programmes. Asa result, there is no early warning
signalaboutpotentialproblems ordeviationsto facilitate timely correctiveaction. However,the
higher-level officersoftheMFARD and itsagencieshaverealisedtheneedto developanindicator-
based M&Esystemto trackprogress.When the teamwasconductingaLogframe Workshopfor
seniorofficialsof theMFARD, the SecretaryofMFARD talkedabout the importanceofevolvinga
Logframematrix with performance indicatorsfor the Six-YearPlan. This clearlyindicatesthe
concernandcommitmentof policy-makersat the highestlevel to movetowardsa result-based
performancemanagementsystem.

To succeedin this, it is importantthatwe reach outto all the stakeholders includingthoseatthe
grassrootslevel, seek theirideasandperceptionsabout theproblems,and aboutthemanagement
measurestheyseeaspossiblesolutions.Stakeholderparticipationwill result inacollaborativeand
consensus-orientedmanagementplan. ImplementationofaParticipatoryandIntegrated(PIP) policy
planwill be in the handsof the concerned governmentagencies,the headsof departmentin the
Departmentof Fisheries and the DFEOat field level. The PIPprocessencouragesa changein
emphasistowardsgreatercoordinationand integration, andbrings stakeholdersinto thepolicy
process inamoremeaningfulway.

(r) Theabsenceof sustainabilitymonitoringis anotherweaknessin theexistingM & E system.Oncea
project establishescertainfacilities, operationand maintenance(O&M) shouldbe continuously
monitoredto ensure results through- out theeconomiclife of the investments.For example,the
Gabiantypequaywalls introduced in harbours were consideredcheap. But it is necessary to find out
whethersuch structures aresustainableanddurable.Thecommunityhalls andotherfacilitieswhich
areto bemaintainedby fisheriesco-operativesocietiesarenot properlymonitored.Another example
relatesto severalassetsandfacilities (suchasfuel stationsandiceplants)in harboursandaquaculture
centres that were leased out to the private sector. The private sector was expected to sustain these
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facilities. But anevaluationteamobservedthat theaquaculturecentresleasedout to theprivate
sectorweredivertedto ornamentalfishing. On theother handthe ice plants andfuel stationsof
fishery harbourswere convertedto someotherprofit-orientedactivities. All this highlights the
absenceof sustainability momtonng offacilitiesestablished.

(s) A propermonitoringsystemto assess andtracktheperformanceofvariousagenciesis lacking.For
example,theCeylonFisheriesHarboursCorporationshould monitortheperformanceofall harbours
asincome-generatingcentres.For thispurpose,yardsticks suchasabudgetedincomeandexpenditure
statementor aprofit andloss account shouldbeutilised. It is necessary toidentify and workout
profits andlosseson anactivity basis, sothatmanagementswill beableto quantify theoperational
surplus ordeficit for eachseparateactivity; suchasiceplants,fuelstation,watersupply,workshops,
etc. Institutional performanceshouldbe closelymonitoredas part of an M&Esystemso that the
managementgets therequiredinformationto assessperformance.

4.10 There ishardly anyself-driven evaluationin the existingsystem. Theonly evaluationstudiesarethose
insistedon by donors.Generally,theimportanceof evaluationis notrecognisedby seniormanagers,most
ofwhomareadministratorswithvery littlebackgroundinplanning.Althoughafewpost-evaluationstudies
in the pastheldout lessonsfor future projects,apost-evaluationexerciseis generallyviewedas apost-
mortemandis not giventhe rightrecognitionor attention.Moreover,in the absenceofsystethaticcollection
of data andbaselineinformation,it is ratherdifficult to conductarealisticpost-evaluation.

Theteamobservedthatthe absenceofself-drivenpost-evaluationis duepartly tonon-allocationoffunds
for suchstudiesandpartly to thereluctanceof seniormanagersto conduct suchindependentstudies,
which are mostlyviewedas fault- findingexercises.Hence,theteamsuggeststhataprojectshouldhavea
built-in componentfor post-evaluationstudies.No cost-benefit studywas done in the pastto assess
investmentimpact.To cite anexample,massiveinvestmentwassoughtfrom JapanfortheKirinda Fishery
Harbour. However,the benefits deriveddo not seemto match theinvestment. Inadequateplanningand
absenceof detailedfeasibility studieshaveled to poor identificationanddesign, resultingultimately in
heavy investments.

4.11 Thesystemas ispractisednowdoesnotpermitgenerationofanyauthenticor reliableinformation.According
to fishermenandboat-ownersinterviewedby theteam,neitherDFARD’s fisheriesinspectorsand data
collectorsnor NARA staffnor themanagersoffisheryharboursvisit thesceneof activity regularlywhen
fish isbeingunloadedor soldat fishing landing centers.In theabsenceofpropersamplingmethods,the
accuracy of such datacouldbe questionable.

4.12 Further,the datareceivedfrom thefield is notsubjectedto anyvalidationor verificationchecks.The data
processingdivisionor unit should receivethis informationeverymonth;but inpracticethere isinvariably
adelay.This inturnleads toadelayin the evaluationandreleaseof statisticalinfonnation.Theend result
is thatmanagement informationis notavailableon acontinuousorongoingbasisto assisttimelymanagement
decisions.

4.13 The informationcollectedby the dataprocessingunit of MFARD relatesto only a few selectedareas.
Accordingtothe chiefstatisticalofficer, areason whichhereceivesfield informationare

(a) Fish production by species from DFEO. (Only afew select major varieties are covered. One Fl
coversup toamaximumof five fishlanding sitesin an area)

(b) Distributionoffishingcrafts by DFEODivision (Datacollectedon majororselectedtypesofboats,
and not all)

(c) Averagewholesaleretail fishpricesatthe St. John’sfishmarketandatleadingfishlanding centres
outsideColombo

(d) Numberof lorries arrivingatSt. John’sMarket,Colombo, withfish

(e) Import andexportdatafrom theconcernedagenciesor departments(throughCustomsrecords)
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4.14 Apartfromtheabove,thestatisticalofficeralsocollectsor receivesinformationfrom theotherdivisionsof
MFARD andDFARD onareassuchas co-operativedevelopment,welfare,etc.Healsosharesinformation
withNARA. Besidesthese,specialstudiesandsurveysareundertakenas andwhenrequired.Eventhough
the statisticalunit is computerized,andsomeof the DFEO officestoo areprovidedwith computers,no
properuseis madeof computersatthedistrict level in regardto datastorageandtransmission.

B. Moving Beyondthe Traditional M&E System

4.15 Policy-makersandhigh-levelofficers haverecognisedthe needto movebeyondthetraditional financial
andphysicalProgressReporting System,andtowardsacomprehensiveMIS thatwould supportdecision
making. MFARD oughtto defineandspecifyclearmonitorableindicatorssuchas:

A. Fishproductionandquality indicators
Yields from marinefisheriesandaquaculture
Farmgatepriceof fish andincomeof fishermen
Typeof boatsandtheir numbers
Numberof reportedfishingpractices
Quantityandvalueof import of fishproducts
Exportof fisheriesproducts
Coverageof extensionservices

B. Fishing population
Active fishermen
Numberof active fisheriesco-operativesocieties
Numberof memberscontributingto pensionschemes/lifeinsurance

C. Socio - economicstatus
Employment
Living conditions
Socio - economicstatusof fishingcommunity
Loansandsubsidiesdisbursedto thefishingcommunity
Percapitafish consumption

4.16 Benefits,effectsandimpactsareimportantelementsof result-basedmonitoring. For example,as regards
governmentfundsspenton training,informationshouldbeavailableabouthowmanyarefrom thefisheries
industry.Informationsuchasincrementalfishproduction,numberofboatsintroduced,numberofpersonnel
trainedin fishing,numberofco-operativesrehabilitated,quantityoffishexportedandthepricesofexports,
catchratepervessel,catchperunit effort, fishingmethod,size of boats,importof fish, their prices and
source,etcshouldbemadeavailable.Further,fromaresourcemanagementperspective,it isalsonecessary
to collectupdatedinformationon destructionofmangroves,coralmining, qualityof coastalwaters,etcto
ensureresponsibleresourcemanagement.

4.17 On aquaculture,it is necessaryto monitor inland fish productionandbrackishwater fish production.
Indicatorsconcerningspecificationsof waterbodies,water levelsat various seasons,andsalinity and
waterqualityneedto bespecifiedto ensurebettermanagement.

4.18 As regardsbrackishwaterfish production,informationon the numberandsize of shrimp farms, their
averagestockingdensity,survivalrate,harvest,farmgateprice,local andexportprices,numberofapproved
andunapprovedfarms,etc. shouldbemadeavailable.

4.19 An updatedinformationsystemis aprerequisitefor managementof the fishing industry. It was reported
thatunderthepresentsystemthereis no standardfor classificationoftanksor reservoirsTheintroduction
of smallfingerlingsinto largereservoirs/ortanksmaymeanhighmortalityandpoorharvests.Information
ontankclassificationandprofile is necessaryformaximumreturnsfrom investmentson fingerlingsinput.

4.20 The monitoring systemof the departmentneedsto be re-organisedand re- orientedto servethe new
objectsye. of fisheriesresourcemanagementThe Departmentis entrustedwith the responsibilityof
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implementingthe new FisheriesAct. Hence,it is necessaryto monitorcatch ratesundervarious fishing
practicesand ensure complianceof the Act andmonitor actionaccordingly.The statisticalunit of the
departmentshouldalso bestrengthenedandre-orientedto satisfythedepartment’snewmanagement focus.
Resource management-basedindicatorssuch as catch per unit of effort (CPUE) shouldbe compiled.
Further, it is necessary to obtaininformationon the resource profilesof waterbodiesto ensure better
monitoringandmanagement.

C. Result-Based M&E Systemfor DevelopmentProjectsand Programmes

4.21 The team recommendsthat theMFARD should establish and institutionalizea result-basedProject
PerformanceManagementSystem(PPMS) toovercomethe weaknesses mentioned abovein its M & E
system.PPMS is anexpandedmonitoring andevaluationsystem coveringall stagesof a project,with a
view to ensureresults.This is widely recognizedas aresult- orientedmanagementtool by donorsaswell
asrecipientcountries.Thissystemis theoutcomeofexperiences duringtheimplementationofdevelopment
projectsthe world over. Theteamsuggeststhat theMFARD shouldintroducethis system,which uses the
logicalframeworkapproachas abasisfor anM&E system,with immediate effect (Annexure- 4).

4.22 Underthe PPMS,clearmonitorableperformanceindicatorsaresetas benchmarks. Theycoverall stages
oftheproject/programmeatthedesignstageoftheproject itself. During eachphaseoftheproject, success
will be determinedby comparingthe actual performanceagainstthe set benchmarkindicators. Project
implementerswill lay more emphasison resultsthanonfinancial disbursementsor physicalaccomplishments.
PPMSwill introduceobjectiveorientedthinkingamongprojectmanagers,andtheywill bevigilant throughout
the projectcycle.

4.23 Indicatorsshouldbeselected carefullyandshouldbe specific,time- boundandverifiable.Thereshouldbe
a careful reviewby theprojectpreparationteamincludingthetechnicalandplanningstaff, in identifying
key milestonesfor assessingsuccessateachstage.

4.24 To operationalisethis system,aproject-planningmatrixor logicalframeworkshouldbe developedat the
designstageofthe projectand suitablyamendedas andwhen necessary.The matrix shouldbe structured
as follows.

Project Planning Matrix

HierarchyofObjectives ObjectivelyVerifiable
Indicators(OVI)

Meansof verification
(MOV)

Key Assumptions

Overall Goal

Purpose

Output

Input

4.25 Monitoring shouldalsocoverthebasicassumptionsessential for the success ofthe project butoutsidethe
controloftheproject management.For example,theteamnotedthat thesuccessofthe FSDPwas influenced
by the assumptionof aphase-outof the Governmentsubsidyon coastalfisherieswithin ashortperiod.
Althoughthis was an important covenant in the loanagreement,therewas no built -in systemto monitor
thecomplianceofthis covenantcontinuously.Hencethe teamfeelsthatthe projectshouldmonitoreventhe
assumptions,though they areoutsidethe control ofthe projectmanagement.

4.26 The teamis of the view thatindicatorsatthe input stageshouldcover aspects such asdisbursements,
procurements, establishmentof the projectoffice, imprestaccount, recruitmentof staff, contractors and
consultants,etc. At the outputlevel, indicatorsshould identify tangiblephysicalachievements.

4.27 At thelevel of purpose,the indicatorsspecified shouldrelate toimmediate objectives.At the goallevel,
indicators spelled out should be able to gauge impact. The actual performancesshould be measured against
thebenchmarkperformanceindicatorsidentifiedin theprojectplanningmatrix. Successshouldbedetermined
at every stage ofthe project, from inception to completion and beyond.
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4.28 In brief, the PPMS has three majorelements.

a. Settingup of monitorable performancetargets— throughclear,measurableindicatorsfor all stages
of the projectcycle— atthe project preparationstage.

b. The performance monitoringandanalysisprocess,under whichthe projectmanagementmonitors
progressagainst settargets,identifiesdeviationsor discrepanciesor shortfallsin projectperformance
againsttargets, analysesthe causesfor suchshortfalls andidentifiescorrective measures toensure
effectiveprojectimplementation.

c. The third elementof the PPMS is the continuing adaptationof the project design, basedon
recommendationsthatemergefrom themonitoringand analysis processIn other wordsthiselement
ensuresthat thedecision-makersuseinformationto adjust the projectparameterandimplementation
process, keepingin mindthe project’s final intended impacts.

4.29 With the institutionalizationof the PPMS,the team feelsthat aculture for performancemanagement
wouldbeestablished.It is suggestedthat as regardsproject performancemonitoring,the following format
be utilised.

Format 2

Estimated
Dateof
Achievement

Estimated
Dateof
Achievement

Estimated
Dateof
Achievement

Project Performance Report

ApprovalSigning

Effectivity Closing

FinancingSource Foreign

Bank
Co-financier
Borrower

Local

Performance Targets
(Should be monitorable)

Total

Estimated
Dateof
Achievement

Current Status

Current Status

CurrentStatus

Current Status
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4.30 Theteamintroducedtheconceptof PPMS duringthe five LogframeWorkshops(Annexure- 5) meantfor
senior-levelofficers including Headsof Department,middle level andfield level staff. The five Logframe
Workshopswereattendedby over 100participantsrepresentingall the departments, institutionsandother
agenciesof the MFARD. The conceptwas very well acceptedby the Headsof Departmentsincluding
thosewho aredirectly involvedin the M&E. The teamexplainedthe conceptof LogframeandPPMSto
thestaffanddemonstratedselectedapplications.Theparticipantstookactivepartin developingtheLogframe,
with performance indicatorsin selectedareas ofinterestasaclassroomexercise.As mostoftheparticipants
did not have anypreviousexposureto this conceptandapproach,theoutputunder somecasestudiesdid
not comeup to expectations.However, theyunderstoodthe conceptduring the workshopsandrecognized
its usefulnessas amonitoringand managementtool. The participants rated theworkshopas educative,
very effectiveandsuccessful.

4.31 MFARD ‘s institutionshavean annualprogrammeofimplementation,with yardsticks to measurephysical
andfinancial progress.But theylackperformanceyardstickstomeasurelong-termobjectives.This weakness
is not peculiarto MFARD, it is commonto mostpublic sectorinstitutions.The ParliamentaryCommittee
on Public Enterprises(COPE),repeatedlyhighlightedthe absenceof the CorporatePlanfor public sector
institutionsas aseriousweaknesswhich camein thewayofproper performancemeasurement.COPEalso
notedthatthoseinstitutionsthatdohavecorporateplansdo not putthemto use;they existmerelyto satisfy
statutoryrequirements.

4.32 Everypublicsectorinstitutionshouldprepare a corporateplan, preferablyfor afive-yearperiod.It should
be rolled overannually toreflect currentpolicies andobjectives.Suchalong-termcorporate planshould
clearlyspell out thevision, mission,goals,objectives,strategiesandtargets andactivities.Suchaplanwill
make convenientthe taskof gaugingthe performanceof theseinstitutionsand puttingthem in the right
track.Thecorporateplanning systemwill alsoenabletheorganisationto analyse itsstrengths,weaknesses,
opportunitiesand threats andmove forward towardsits own goals.

4.33 While preparingthe corporateplan, theobjectivesofthe public sector institutionsshouldbe madespecific,
measurable, achievable,realisticandtime-bound.Thiswill enabletheinstitution itselfor outsideagencies
suchas COPE to assess and measureperformancesin ameaningfulmanner.

4.34 Performanceyardsticksset up through this processwill facilitate a meaningfulperformanceaudit or
evaluation.The conceptof value formoneywill be expanded,and public institutionswill be mademore
accountablein termsof moneyspentandresults.

4.35 Discussionswith MFARD’s officials revealedthat its presentsystemofmonitoringandevaluationcaters
to the needsof “super structures”such as the External Resources Department,the NationalPlanning
Department,donors andthe Ministry of Plan Implementation.In other words,MFARD ‘s information
systemsaregearedto meettheneedsof super structures rather than itsown requirements.It was alsonoted
thatthe super structure normallyrequiressummarizedphysicalandfinancial information for theannual
monitoringatthenationallevel, ratherthaninformationsuchas benefits,effects,andimpactsto driveand
reformulate projects. Senior staff of the M & E unit of the Ministry and its agencies must be trained to
designandimplementM & E systems suitableto their ownneedsandlevel of hierarchy.

4.36 Existing M & E systemsarepre-occupiedwith capital investment.Little attentionis paid tomonitoring
utilizationofinvesimentsandre-current expenses.Themonitoringsystem shouldcoverrecurrentexpenditure
— this is hardly doneatpresent.

4.37 Further, M & E systemsin a projector departmentaregenerally supportedby donorfunding while the
project is on. The systemdisappearsafter the donorfunding ends.One should thereforethink of
institutionalizingtheM&E system— it shouldbe activeevenafter thecompletionof aproject.

4.38 With the introductionof a corporateplan with a clearly spelt out visionandmission,the annual
implementationprogrammeofaninstitutionandits budgetcouldbe linkedwell to theinstitution’s objectives.
Thiswill resultin harmonizingthe institution’swork programmewith its long-termgoals,therebyeliminating
the ad-hocwork programmespreparedas andwhenthe super structureswantthem.
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4.39 It is a matterfor regretthatmanyinstitutionshavenot had acorporateplan. Discussionswith the Public
FinanceDepartmentrevealedthatactionis beingtakentointroduce corporate planninginstatutoryauthorities
andcorporationsby conductingseminarsand workshops.As regardsMinistries and Departments,the
Public Administrative ReformUnit in the Presidential Secretariathas initiated improved systemsand
procedures. EveryMinistry/Departmentwill thereforehave todevelopand adopta Mission Statement
whichwill setout brieflyits raison d ‘etre thatwill serveas aguidingprinciple.Theorganizationwill have
to review its workloadandrationalizeits activities, andintroducea performance-orientedmanagement
systemto makeit moreaccountable.

D. Indicator -Based MISfor an Effective FisheriesManagement

4.40 MIS is a basicrequisitefor responsiblefisheriesmanagement.Informeddecision-makingmay require
information on financial, physical, social andenvironmentalaspects.In the absenceof an accurate
information system,a policy of open accessto fisheriesresourceshasresultedin over-exploitationof
fisheriesresourceswhich hasseverelythreatenedfisheriesas a whole.A soundinformationsystemmay
haveprovidedthemanagementwith earlywarningsignals,sothatit couldhave takentimely actionin a
phased manner, averting suddenanddamagingchange.Discussionswith MFARD officials revealthat
lack ofpropermonitoringoffishingtechniques,methodsandapproachesin the past, hasled to depletion
ofresourcesandhadotherdevastatingeffectsonfisheries. Evenatpresent,there isno continuoustracking
systemto monitorfishingmethodsandproposeenvironmentally-friendlyfishingtechniques.Unlikeother
sectors,thefisheriessectoris verysensitive,as it affectsofthelivelthood ofthousandsof fishermenand
manyothersin theindustry.Anyreductionin the fishstocksto biologicallyharmfullevelswill meangrave
lossesin termsofnutrition, incomes,jobs, and otherbenefits.

4.41 An effective fisheries MISis vital for fish stock assessment.Sustainablefishing shouldnot allow moreof
the resourcesto beharvestedthanwhat can bereplacedby net growth in stocks.Irresponsiblefishing
could make stocksfall below acceptablelimits andlead to resource collapseor theextinction of certain
fish species.Hencethe authoritiesmustpromotecomprehensivestockassessment.Theteamnotedthat
presentinformationon stockassessmentis outdated andreflectsthe picture of the late1970s.An updated
assessmentis essential,to enableastrategy tomanagethe fisheriesresourceeffectively.

4.42 To operationalisea sustainablefishery managementsystem,the monitoring authoritiesshouldcollect
informationon the type andmethodsof fishing, the gear used, thesizeandageof fishcatch, and thetime
andlocationof fishing. This will enable decision-makersto determine.a suitableregulatorymechanism
whenrequired.

4.43 Subsidyschemeson theonehand,and the practiceof openaccessto marineresourceson the other,can
result inoverexploitationof naturalresources.This is what hashappened. Subsidiesfor coastalfishing
boats withoutanyreferenceto resourcesustainabilityhaveled to over-fishingandresourcedepletion.The
teamrecommendsthat a MIS be in place that will provide sufficient, reliable andauthenticdata for
effectivemanagementof resources.

4.44 In order to developthe local fisheries industry,it is necessaryto introduceasystemto keeptrackof the
numberof foreignvesselsandtheiroperation,especiallywithin the EEZ,as thelocal fishermencomplain
thatmost foreignboats fishwithin Sri Lanka’sEEZ,deprivingopportunitiesavailable tolocal fishermen.

4.45 TheteamappreciatestheGovernment’seffortto introducealicensingsystemthrough therecentlyenacted
FisheriesAct to controlthe practiceofopenaccessto fisheries resources.Thelicensingsystemhasnot so
far provedto beeffective in terms of its implementationandenforcement.In this context, it would be
timely for DFARD and itsextensionofficersto closelymonitor vesselsoperatingwith or without licenses
and take appropriateaction.A computerisedMIS will makepossibleclosemonitoringof the licensing
system,enablethe authoritiesto enforcethe FisheriesAct andoptimisesustainable useof fisheriesand
otheraquaticresources.

4.46 As regards the marketingof fish products, the Government should assistproducers by providing sufficient
information  on consumer preferences. While evaluating the Aquacuiture Development Project, the  team

observed tha  most seasonal tanks and reservoirs the fingerlings supplied did not take consumer  preferences
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into account.Better attentionto consumerpreferenceswill increase the consumptionof fish, improve
nutrition, andgeneratehigher pricesandincomesfor producers.

4.47 Policy-makersshouldprepareafisherymanagementplanthatoutlinesthebroaddirectionandthepriorities
of the fisheriessectorover a five-year period.The missionof fisheriesshould be spelt out intermsof
measurabletargets.Theperformanceof fisheriesasawhole couldbemonitoredagainst theplan. Thiswill
facilitatethe establishmentofaresult-orientedmonitoringsystemfor thewhole sector

4.48 Thisfive-year fisherymanagementplanshouldbebrokendowninto annualplanswith achievabletargets.
Suchannualplanswill be moreeffectiveandpracticalfor monitoringpurposes, withsectoralperformance
targetsandasubstantial emphasison sustainableresource management.

4.49 The teamwould like to emphasisethat fisheriesdatacollectedareanalysedanddisseminatedin time to
facilitate decision-makingby theauthoritiesconcerned.

4.50 The MIS shouldsuit differenthierarchicallevels of management.The Ministry of Fisherieshas three
levelsof decision-making:policy formulationatthehighestlevel of management, planningatthemiddle
level andimplementationatthe thirdlevel. At the level of implementation,detailedinformationsuchas
currentbiomass,agestructure anddistributionof stockmay beimportant.At the policy-makinglevel,
macroinformationon thefisheriessector— suchas its contributionto theGDPandnutritiçn, thelevel of
exploitationof availableresources,andits effectson environment— may beimportant.An information
systemmustbe designedto servethe differenthierarchicallevels withoutoverburdeningthe concerned
users withunwantedinformation.

4.51 The team notes that as fisheries data is usually based on sampling approaches, the risk of collection of
erroneousdata isvery high. To improvethe information system, it isnecessarytodesignimproved statistically
valid samplingtechniquesbasedon ground realitiesrather thanon pastexperiences,because fishlandings
differ from hour to hour, day to day andfrom centreto centre.This beingan important technicalexercise,
stafftraining on PIP, community interaction,datacollectionandvalidationtechniquesis veryessential.

4.52 As regards offshore and deep sea fishing, data has to be collected from fishing vessels. It should include
catch ratesatdifferentlocations,catchbyspeciesandsize,fishingstrategies,etc.Policy-makers shouldbe
told aboutsuccessesand failuresofpastfisherymanagementstrategies.

4.53 After extensivediscussionwithrelevantauthoritiesandreviewofmaterialsthe teamidentified information
in thefollowing areasas usefulatthe level of policy making, planningandimplementation

a. Policy Level

i. A briefoutlineof thefisheriessectorandits importanceto thenationaleconomy

ii. Stateinstitutions,NGOs andprivatesectorinstitutionsengagedin fishery-relatedwork atthe

national,provincial,district andvillage level

iii. Current positionon accessto resources

iv. Economicand socialdependenceonthefisheriessectoratthenational,provincialanddistrict
levels

v. Roleof fisheriesinprovidingdirectandindirectemploymentatthenational,provincialand
district levels

vi. Possiblealternativesourcesof employmentfor thefishingcommunity

vii. Historical conflicts andconflicts todaybetweenfisheriesand othersectors.(Irrigation vs.
fishing, recreationvs. fishing, environmentvs. fishing; prawnfarms vs.paddyfields)

viii. Taxescollectedby theGovernmentthrough fisheryactivitiesandsubsidiespaidforthe fisheries
sector
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ix. Criticalhabitats andmarineprotectedareas;foreignfleetsandtheiractivitieswithin theEEZ

x. Fish andnutrition.Whatare thenutrientsprovidedby fish?

xi. Implementationofinternationalagreementsthat relateto or affect fisheries

xii. Employmentin fisheries— direct, indirect, genderparticipationand theiragegroups

xiii. Sectoralcontributionto thenationaleconomyor GDP. Likely developmental activitiesin
fisheries.Detailsof anysubsidiespaid tofisheries.Characteristicsand trends in themarket.
Existinginstitutional structures,bothgovernmentandnon-government.Activities insupport
ofthe fishingcommunity,currentandplanned.Current and historical catch data

b. Planning level

i. Costs andbenefitsof fishing operationsatdifferentscales

ii. Non-compliancewith accepted fishing practicesandmethods,and thepenaltieslevied

iii. Stock assessment,differentharvestingstrategies,ageand sexcompositionof the catches,
different fleet types,distinctgear,fishing grounds,seasonalityin fishing

iv. Averageper capitaincomeoffishermenand the farm gatepricesofdifferent varietiesof fish
products

v. Informationon fleet registration,licensing,fishingmethodsandfleetperformances

vi. Catch per unit effort

vii. Scientific informationand environmentalparameters suchas seasurfacetemperature,
thermocline,salinity, windstrengthanddirection,rainfall, etc. Suchdatashouldberoutinely
collectedandanalysedto assess the impactofseasonalandgeographicvariation as wellasto
helpdetectabnormalphenomenaand theirinfluenceon stocksas amanagementmeasure

viii. Marketpreferencesfor fish by speciesandvarieties

ix. Use ofturtle excluderdevices

x. The numberof licenses issued,individual effort quotas,closedseasons,restrictionson the
sizesof vesselsand gear

xi. Resourcesurveysfor offshoreanddeepseafisheriesand data from them

xii. Fishing population, its size, composition, age and sex — coastal, off-shore deep sea and
inlandfisheries

xiv. The numberandtypeofvesselsfittedwithecho-sounders,satellitenavigators,communication
equipment,etc

c. Implementation Level

Fisheryharbourswhichhave beenusedas anchoragesanddischargepoints aswell as repair bases
can andshouldbe usedasthe focalpointsfor informationanddatacollectionaswellas forregulation
andenforcement.If harbours haveasinglegateentry/exitsystem,it will be easy to useharboursas
the base formanagement,regulation,conservationanddevelopmentoffisheriesandaquaticresources
in Sri Lanka. This is becausealmostall multi-dayboats andsomesmallercrafts use harbours for
dischargingthe catchas well as for berthingofcrafts. Thereforeharbours andanchoragescan be
usedfor the implementationofthe FisheriesAct, enforcementof its regulationsas well asthoseof
the Fish Products(Exports)Regulationsof 1998. When implemented properly,registrationand
licensingof fishing crafts,fishingoperations,conformitywith HACCPrequirements,catch/effort
and other relatedinformationcaneasilybecollected fromthesecentres.
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Informationon field- level activities relatingto smallercrafts can be obtainedon aparticipatory
basis with theco-operationofthe fishingcommunity,representativesofNGOs,CBOs,fishermen’s
co-operatives,etc. Thefollowingare areasattheimplementationlevel fromwhichinformationmay
be obtained:

(i) Statisticson landing/harvestat eachharbour/anchorage/landingcentre

(ii) Useofprohibitedgear, includinggearcharacteristicssuchasmeshsize,dimensionofmouth
openingof nets,etc.

(iii) Estimated bio-mass, CPUE, biological and environmental features

(iv) Themanagementplan,economicperformanceof fleet in relation tomanagementplan

(v) Recordsandregistersrelated to crafts,fishersandfishing operations;changesin thefleet
composition

(vi) Statusof stocks

(vii) History and causes ofany conflicts in the fishery
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5.0 TRAINING NEEDS ASSESSMENT

5.01 As partoftheexerciseon strengtheningM&E, theteamconductedaseriesof logframeworkshopsthrough
which the participantswere introducedto conceptson project planning, monitoring and evaluation
methodologyandtechniquesanda result- basedproject performancemanagementsystem. At these
workshops,the team alsoassessed trainingneedswith a view to strengthenthe M&E capability. The
following were identifiedas priority areas fortraining on M&E capacity.

• Project planning covering identificationandpreparationincluding feasibility analysis.

• Environmental analysisand impactassessments

• Participatorydevelopment managementincluding PRA/RRAtechniques.

• Investmentappraisaland costbenefitanalysis.

• Monitoring andEvaluationmethodsandtechniques

• Datacollection,sampling,tabulation,analysis,evaluation,interpretationanddissemination

• DevelopingLogicalFramework Matrix andidentificationof performance indicators

• ProjectPerformanceManagement

• Management InformationSystem(MIS) with computer application
• Developingcommunicationskills, verbalandwritten.

• Generalmanagementandanalyticalskills including reportwriting

• Involvementofthe privatesectorinnationaldevelopmentprojects

5.02 Thesetraining requirements couldbe addressedthroughboth local andforeign institutions.Someof the
localinstitutionsthatcanprovidesuchtrainingare the SriLankaInstitutefor Development Administration
(SLIDA), Hector Kobbakaduwa Agrarian Research and Training Institute (HARTI), Post- Evaluation
Unit ofthe Ministry of Plan Implementation and Parliamentary Affairs, and the Department of National
Planning.

5.03 The training needscan also be met throughrecognizedforeign institutionswhich conduct tailor- made
programmeson M&E. In this regard,the University of EastAnglia, UK, University of Reading,UK,
AsianInstituteofTechnology (AlT)Thailand,Universityof Queensland,Australia, andtheUniversity of
Bradford(UK) aresomeof theinternationallyrecognized institutions whichconductprogrammesin the
above areas.

5.04 Theteamrecommendsthatlocal trainingbeofferedto mostofthemiddle-level field officers. A few who
couldbe usedas resourcepersonsshouldbeselectedfor rigorousandin-.depth foreign trainingon M&E.
Senior-levelofficerscouldbegivenorientationtours abroad tofamiliarize themselveswith theapplications
of M&E Systemsthere.
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6.0 FOLLOW-UP ACTIONS AND RECOMMENDATIONS

6.01 Standardization and simplification of data collection: Some ofthe forms (such as those for licensing,
log books, etc) that are presently in use are too lengthy and complicated in terms of the information
requested.Therelevanceandapplicabilityoftheinformationsoughtin theseforms must bereviewedand
the forms should beredesigned and mademore practical so that users andanalysts arenot overburdened.
Theproblems of datacollection,compilation, analysis,informationdissemination,etcmust belookedatin
depth,and necessarystepsshouldbe taken toupgradethe systemas awhole sothatimplementationand
monitoringcan bedonein aneffectiveandsystematicmanner.

6.02 Improvementsto datacollectionmethods andanalysis: Dataforproduction statisticsiscollectedthrough
eye estimatesof asamplingof fish and craftsata few fish landingsites. EachFl is expectedto visit a
maximumof five fish landingsites— onceevery monthfor eachsite — and submitmonthlyproduction
statisticsonthe basisofeyeestimates.Theseare usedto project thenationalfishproduction.It is admitted
that the Flresponsiblefor thisactivity isburdenedwith other responsibilitiesaswell, andcannotconcentrate
on datacollection.

During discussionswith thefishingcommunity,the lattersaid that theydid not seetheFIs atfish landing
siteswhentheboatslandor whenfish is sold. It is therefore possiblethat the datasubmittedis basedon
pastexperiencerather thanon actual field- level enumeration.It also appears that the presentsampling
methodadoptedis not veryrepresentative;theinformation furnishedmay notrepresentthegroundreality.
No propervalidation checksareperformedon the raw datareceived fromthe field. It is necessary to
improvethe data collectionprocess andestablisha representativescientific samplingsystemto enable
accurate productionestimates.Dataand infonnationshouldbe handled,treated andanalysedas two
separateitems.

6.03 Lack of reliable updatedinformation on the number and typeof crafts and gearseemsto bea serious
drawback toeffective implementationof fisheriesmanagementUnder the FisheriesAct of 1996, the
registrationandlicensingof fishingcrafts hasbeenmandatory.But complianceis said to be verypoor. It
is also necessary tore-examinethe presentchargesleviedfor licensingandrenewalof fishingcrafts: field-
level officers from the DFEOdownwardssay thechargesareun-realistic.(In some cases,the “charges”
areno morethanthe priceof a cigarette,)Moreover, establishmentof an effective computerizeddata
managementandinformationsystemwill facilitatelaw enforcementandmonitoring.

6.04 Strengtheningthestatistical functionsof the CentralMonitoring Unit of theMFARD: The present
statistical unitofthe MFARD is gearedto feedthenationalcensusand statisticsneedsofthe Department
of CensusandStatistics.Discussionswith the statisticalofficer reveal thatinformationon production,
distribution,imports, exportsandpricesiscollectedperiodicallyandanalyzedandsubmittedto concerned
national-level agenciessuchas theDepartmentofCensusand Statistics,CentralBank andFoodSecurity
Committee.However,it appears that thisunit is not gearedto collect andfeedinformationrequiredfor
operationalandmanagement requirementsof the fisheries industry.

Informationrelatingto the cost offishing operations,craft/gearused,catchandeffort, boatregistration
andlicensing,resource management,fishingpractices,etcisvital fordecisionsonoperationandmanagement.
Itappears that the statisticalunit is not gearedfor thispurpose.However,inaccordancewithworld trends,
theMFARD has alsoreorientedits focusfromproductiontowardsresource management.It is necessary to
strengthenthe statisticalunit to cater tomanagement- relatedinformationThe officers of the statistical
unit and atthe field level shouldbetrainedon datacollection samplingandstatisticalmethods.

6.05 Strengthen the Log Book Data Collection System: The log-book data collection system must be
strenthenedto provideafuller andmoredetailedmonitoringof catchandeffort Information needsto be
built up oncatchto effbrt on thevariousgearandvessel typesto demonstratethesuperiorityof improved
technologyandpractices.Strengtheningofthelogbooksystemwill involve enlistingmorevesselownersto
in the logbook programme However, while strengthening and expandingthe logbook system,
it is necessary to ensure that boat-owners are not overburdened with complicated forms which will ultimately
discourage their active participation.
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6.06 The data base and information system should be strengthened in crucial areas where new technology
and practices are proposed. Discussions with the fishing community and some of the officials revealed
that sufficient informationwas not madeavailable toconvincefishermenaboutthe superiorityof tuna
longlining overconventionalfishingpracticesusinggillnets andrelatedtechniques.Therewerecomments
that thetunalonglining methodintroducedthroughtheADB projectwas not financially viable: it entailed
high operationalcost andlow returns.Dataon CPUE from tunalonglining was insufficient to convince
fishermenaboutits profitability. It is pointed out that eventhe threevesselsengagedfor pilot-testingof
tunalonglineshavenot adoptedthe tunalongline fishery andhaveresumedconventionalpractices. Itis
necessaryto keepin mind thatwhile introducingnewtechnologyandpracticesto competewithor displace
the traditionalsystem,reliabledata base todemonstrate the-superiorityofthenewtechnologyandpractices
shouldbe aviailable.Theneedfor areliabledata base tosuccessfully introducenewtechnologyhasbeen
highlightedin the ADB Country Portfolio Review MissionReport1999.

6.07 ReliableDecision-SupportSystem:Important decisionson resourcemanagementarebasedon resource
survey studiesundertakena couplesof decadesago.Therehasbeenno reliable statistical datacollection
since. The current SY of exploitable resourcesbasedon the abovesurveyresults may notreflect the
currentstatusofthebio-mass.Thelastreportedresourcesurveywasdonein 1978and1979.This information
mustbe updatedto reflect the currentsituation.

Theteam recommendsthat the presentLogBooksystembestrengthenedandimproved.It is alsonecessary
to ensurethe reliability andaccuracyofthe datacollectionprocess.Datacollectors— the FIs andNAR.A
staff— shouldvisit the field morefrequently whenthe activitiesare attheir peak.At leastafew Fl from
eachDFEO officeshouldbe assignedexclusivelyto datacollection, extensionand M&E relatedwork.

6.08 Datatransmissionthroughonline network:At present,informationis processedatthe statisticalunit of
theMFARD with theassistanceofstand-alone computers.Linkagesshouldbeestablishedbetweendifferent
agencies/departmentsto the centralcomputersystem. Thecoupleof computersat the districtlevel must
alsobelinkedto the centralcomputer;additionalcomputerswith peripheralequipmentshouldbeprovided
andlinkedto thecentralcomputerso that datacollectionandtransmissioncouldbe madepossible through
onlinenetworking.Decision-makerswouldthenhaveaccessto data andinformationas andwhennecessary,
withoutwaiting for monthly,quarterlyor annualinformationreports.

6.09 Establishment ofaComputerizedFisheries MIS:Theteamrecommendsthatadetailedandcomprehensive
studyshouldbeundertakento examinetheexistingfisheriesinformationmanagementsystemin theDFARD
and DFEO and atcommunity levels. Data needsand output requirementsshould be assessed,anda
computerizedMIS establishedto enableeffectivetwo-way feedbackfrom the communitythrough DFEO
to the managementand vice versa.The study shouldidentify the hardware,softwareand lifeware
requirementsfor the computerizedMIS. It should recommendan statisticallyacceptablerepresentative
samplingsystemwith simplified formats for datacollection, processing,analysisanddissemination.In
this connection,computersshouldbe providedto district level DFEO officeswith modemto enabledata
entry, processing,storage, retrieval,transmissionanddissemination.The field-based computerizedMIS
shouldbenetworkedto enableflow of informationfrom thecentreto theperipheryandviceversa.

Officers will haveto be trainedon using theproposed computerizedfisheriesMIS.

6.10 Introduction of new technology should be substantiated with sufficient data/information to prove
viability: The fishing community did not accept the recent introduction oftunalong-line fishing technology.
This ispartlybecauseit wasnot convincedabout thesuperiority of thetechnologyto theprevailing system
of gilinetting and long-lining. The gillnet fishery is universally discouraged as being environmentally
unfriendly; there is now a thrust towards the long line fishery. But an MIS should provide data about the
viability of the technology so that it can be marketed; else the introduction will not be successful. This
point was was also madeby the evaluation reports of funding agencies. Hence, whiledesigning theM&E
system, it is necessary to collect data/ information about the new technology, build awareness about it
throughanenergeticcampaign,and carry outpromotionanddemonstration.

6.11 Strengthening Monitoring, Control and Surveillance (MCS): Under the MFARD, an MCS unit has
beenestablishedto facilitatefisheriesmanagement.TheMCS conceptis athree-tieredsystemcomprising
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(a) collection and management of data/information (monitoring) (b) legislationand licensing (control) and
(c) law enforcement (surveillance). It is necessary to strengthenandexpand thisnewly established unit, as
MFARD wil l haveto take a lead role in the fishery management. This basically would includeeffecting
improvementsto the present datacollection andmonitoring system at the district level and strengthening
linkages between districts and DFARD through DFEOs by establishing a computer network system. A
computerized data management system is apre-requisite for the success of MCS which is at thecore of
fisheries management. Moreover, it is also necessary to strengthen the licensing system andenforcement
capability sothat district officerscould handlethesefunctions efficiently and effectively. The MCS should
involve the community in its routine activities, if it is to function satisfactorily. Moreover, the licensing
system should be effectively enforced so that it wil l complement andsupplement the existing information
collectionmechanism. The licensingsystemwil l provide information on fishing effort, identify the fishermen/
boatowners,the typeofgearused, area oflicensing/operationas well as annualrenewals.At the timeof
licensing/renewalthe furnishingof catchdata andotherrelatedinformationcouldbe made mandatory.

6. 12 As part of the effort of strengtheningthe MCS, sufficienttraining and awareness-buildingprogrammes
should be organisedfor fisheries personneland community volunteerson the principlesof fisheries
management.They shouldalso beeducatedaboutthe FisheriesAct andpunishmentsfor violators; and
aboutthe needfor community actionto rootout illegal anddestructivefishing practicesthatdamagethe
environment.The CoastGuardsemployedpresentlyby the MFARD shouldbeutilized to supportfield-
level MCS activities.

6.13 Strengthen the Monitoring and Evaluation Capabilities of the MFARD and its agencies: Separate
M&E units/cellsshouldbeestablishedin theDFARD, NARA, CFHC,CFC,CCD, NIFT, NAQDA, Cey-
Nor and otherforeign funded projectsandprogrammesof the MFARD. Theseunits shouldbe provided
with computers.A compatibleMIS shouldbe establishedthroughnetworkingarrangementsandlinkedto
the centralM&E Unit ofthe MFARD.

6. 14 Establishment of M&E Cells: A central M&E system is essential to the consolidate the impact of all
relevantsub sectors.But decentralizationis importantfor the developmentof a comprehensivesetof
indicatorsto monitor theorganisation’sachievementsandmeetprojectobjectives.It is recommendedthat
the centralM&E Unit which hasbeenalreadyestablishedatthe MFARD shouldbe re-structured and
strengthened.As regardsM&E arrangementsfor the MFARD’s agencies,the team suggeststhat M&E
cells be establishedat eachinstitution to enableaneffectivemonitoringand feedbacksystem. Thecells
shouldhaveclose links withthe Central M&E Unit of theMFARD. However,in respectof NARA and
CFHC, theteam feelsthat thevolumeof work meritsseparateM & E units.

6.15 The centralM&E unit ofthe MFARD shouldhave anEconomistand Statisticianon their staffin addition
totechnicalpersonnel,to ensurethesuccessfulconductofmonitoringactivities.These Units/Cellsmustbe
provided withcomputers,equipmentandrelevantsoftwaretostrengthentheir capability. Thestaffshould
also be trained todesignand operatean effectiveresult- based. M&Esystem.At the initial phase, the
agenciesof MFARD could have‘standalone’ informationsystemswith aprovision fornetworkingofthe
systemwith the central M&E unit. Duplication of information collectionby different agenciesunder
MFARD should be avoided.

6.16 Establishmentof aResult-basedProjectPerformance ManagementSystem: It is necessary todevelop
clearmonitorableindicatorson input,output,effectandimpactsatthe identificationandplanningphaseof
aproject. It is recommendedthatany projectorprogrammewithoutaproperlydesignedM&E mechanism
should notbecleared.All projectsshoulddevelopaLogicalFrameworkmatrixwith clearlydefinedobjectives
andobjectively verifiable indicatorsspecifyingthemeansof verification. It is alsonecessary toidentify the
critical assumptionsthat determinesuccessateachphaseofthe projectTheseassumptionsshouldalso be
monitored.This systemwill facilitate the evaluationprocessby reducingthe elementof subjectivism.
Establishmentof a result- based M&Esystemis feasiblewith the incorporationof a log-framematrix
developedthroughaparticipatoryprocess.The team recommendsthefollowing.

Expandthe existinginput- output basedmonitoringsystemto coverbenefits,effects and impacts.
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• Improve the existing physical progress reporting system, so that it reflects thereal situationwithout
arbitrary, ad-hoc and subjective progress reporting. Streamline the data collection process with
strong community representation/participation coupled with set milestones, or criteria to assessthe
physical progress.

• Establish and institutionalize a mechanism to monitor project performance while a project is still
on. This wil l enable project managers to focus not only on physical accomplishment but more
importantly on performance or results that ultimately determine the success or failure of the
intervention. This wil l helpestablish acultureof result- oriented accountability and institutionalize
it within the MFARD ‘sdepartments and agencies.

• The M& E system should take into account the responses of the beneficiaries to the various
interventions. Timelyadjustmentsandmodificationsshould be madewherever necessary to projects/
programmes to suit the requirements of beneficiaries.

• Project-specific performance indicators shouldbe identifiedand developedto monitor theperformance/
progress of projects, programmes andactivities. Moreover, there should beasystem to identify and
monitor key assumptionsand riskswhich areexternal to theproject but which influencethe success
of the intervention.

• To establish aresult- based M& E system, it is necessary to train senior, middle-level and field-level
officers on the concept and application of the logical framework matrix.

6. 17 Improvements to theexistingphysical progressreporting system: Thepresent physical progress reporting
system is based purely on subjectivejudgement rather than an objective weightage- based approach. As a
result the reliability, accuracy and completeness of the physical progress is questionable. Moreover, the
reporting formats of the MFARD are geared to the requirements of national- level agencies such as the
Ministry of Finance&Planningand MPI&PA. The M& E doesnot cover items suchas recurrentexpenditure
and fails to obtain beneficiary responsesto assess the effects and impacts of development projects.

Thefinancial-and-physical-progressreporting system should bemodifiedto includewarning signalsabout
timeandcost over-runs, reasonsfor shortfalls in performance, and recommendations for correctiveaction.
As regards the biological andother resource informationgenerated by NARA andDFARD, it is necessary
to expandthe numberof field visits, widen representativesampling to includemoresites and fish varieties,
introducevalidation and verificationchecksandinvolvethe community moreclosely in M& E relatedactivities.

6.18 Development of Performance Indicators: The Ministry and its agencies should develop asuitable set of
performance indicators to monitorperformance. At present, littl e attention is being given to this task. It is
necessary to develop indicatorsconcerning fish production, yield, fish prices, incomesof fishermen, types
of boatsand gear, fishingpractices, importsandexports, active fisherman, fisheriesco-operativesocieties,
registration and licensing, socio-economic status, employment, per capita fish consumption, catch/ effort
etc. As regardsfresh water andbrackishwater fishproduction, informationon thenumberof farms/water
bodies,their average stockingdensity,survival rate,harvest,local andexportprices,numberof approved
andunapprovedfarms,etc. shouldbemadeavailable.

6.19. It is necessaryto monitor thebenefits,effectsandimpactsof development interventionsto assess how far
thefunds spenthavebeenuseful to thecommunity.Further,from aresourcemanagement perspective,it is
necessaryto collectupdatedinformationon the destructionof mangroves,coralmining, qualityof coastal
waters,etc. to ensureresponsibleresource management.Informationon the resourceprofiles of water
bodiesis necessary.Thisshouldincludethe typeoffish, catch rates, waterquality, harvestingseasons,etc.
It is reportedthat at present thestocking of waterbodiesis being done by different agencieswithout
informing the concerneddepartments/agencies.As a result,there is no accurateinformationto assessthe
performanceor productivityof differentwaterbodies.

6.20 Thefocus of M&E should beexpandedfrom the implementationphase tocoveroperationalphase:
The present progress review systemat MFARD is designedmerelyto assess progressin broad terms and
meetthe requirementsofvarious nationalagencies.Its focusis on implementationrather thanonoperation.
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The existing system does not provide for measurable indicators to monitor progress. Decisionsare based
on stale information provided by the statistical division. It is necessary to expand the M& E to cover the
pre-implementationand post-implementation phases and obtain updated information. The M& E system
shouldalso cover diagnostic studies, post-evaluations, sustainability monitoringand impact evaluation. A
sector progress report with policy level issues should be separately identified and forwarded along with
quarterly reports. This report should constitutethe basematerial fordiscussion on the sector at the quarterly
progress reviewmeeting chaired by the.President. hi addition it is alsonecessary to measuretheperformance
of MFARD’s institutions, departments and agencies.

6.21 Harbours/anchorages and all other operationsshould be identified as cost/profit centres. Profit performance
indicatorswith suitable benchmarks should be established with targets to enable them to operate as profit/
cost centres. It appears thataharbour manageris not aware whetherthe unit underhis purview has
sufficient returnsat anygiven time, sinceits accountsare maintainedat the headoffice and he hasno
immediate accessto it. At present thereis no propersystemin placefor harbourmanagersto collect any
data/informationrelating to fish landings,sales,farm gateprices, type andweightof fish, quality and
productionand issue of ice etc. There is also no propersystemin place to monitor themovementsof
fishing vesselsin andout of the harbour.Thesedrawbacksshouldbe rectified.

6.22 The M & E system shouldpay particularattentionto the quality assuranceof export products.The
existing quality controlunit shouldbe furtherstrengthenedto examineindicatorsthatwill assessqualityas
perHACCPrequirements.In thisconnection,staffmustbetrainedto developand useindicatorsto monitor
quality in all its aspects— from the point ofcapture,storageon-board, handling, preservation,unloading,
to marketing,transport,processingandexport.The fish landingfacilities at the harbour/anchorage, the
auctionarea,wateravailability andtoilet and sanitaryconditionsare areas thatneedspecial attentionif
export products are tocomply with EU regulations.It may be pointedout that theexistingharbours may
haveto be upgradedandsufficienttrainingandawarenessbeprovidedto harbour managers, boatoperators,
fish handlersandprocessors,if quality assurancemonitoringis to be madeasuccess.

6.23 Whilemoving beyondfinancialandphysicalmonitoringtowardsresultstheteamsrecommendsthefollowing:

• It is necessary toincorporatesustainabilitymonitoringinto the M&E mechanismto ensurethat
assetsandfacilities createdundervarious projectsaresustainedeffectivelythroughouttheoperational
phase.At presentno mechanism existsto monitorthe adequacy of operation andmaintenance
(O&M), both intermsoffinancialandinstitutionalarrangementsand thecontinuityofprogrammes
or service delivery beyondthe project period.

• It is alsonecessary toincorporatebenefitmonitoringand post-evaluationinto themonitoringsystem
to assess the success of theinterventionand learnlessonsfor thefuture. Presentlysuchevaluations
existonly in foreign- aidedprojects.

• Progress towardsa vision or a mission is possibleonly if an institution developsa well-defined
corporateplan. It shouldclearly articulatevision, mission,objectivesandtargets.The absenceof
corporateplans with benchmark performancetargetsis ahindranceto anymeaningfulinstitutional
evaluationmechanism.Any corporateplansnowin existencemerelymeettherequirementsof the
Departmentof Public Finance.Performanceindicatorswith alogical framework-based approach
shouldbe partof theplan.While setting targets,it is necessary togo into detailsof key activities.
Example:fisheriesharboursshouldmaintainseparateprofit andloss accountsonindividualoperations
suchas iceplants,fuel stations,watersupply,workshops,etc.

• A cost accounting information system should be introduced to activities such as freshwater breeding
centresto assess theoperatingcost andunit costof fingerling production.This typeofinformation
will assistdecision-makersto determineorrevisethechargesto beleviedfor thesupplyoffingerlings.
Althoughthe cost-recoveryaspect hasbeenrepeatedly discussedby many institutions,the absence
of a reliablecostingsystemincludingfeedbackto themanagementon cost-related informationhas
beenamajor problem fordecision-makers.
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6.24 Training of Staff: M & B training is essentialfor the staffof MFARD and its agencies.Training is
particularlynecessaryon developingperformanceindicators.All seniorandmiddle-levelstaffshouldbe
trainedon Logical FrameworkAnalysis. Field- level staffshouldbe given training on M&E orientation
withemphasison datacollection,statisticalanalysisandsamplingtechniques.ThePlanningandMonitoring
Unit staffof the MFARD andthe counterpartstaffofNARA shouldbegiven comprehensivetraining on
M&E with practicalexposureto the fisheriessector in particular.A core group of trainerswithin the
MFARD shouldbetrainedin M&E to ensurecontinuityof trainingactivities.

6.25 CommunityShouldbeActively InvolvedThroughoutthe ProjectCycle:A feelingofprojectownership
shouldbecreatedamongstakeholdersin generalandthecommunityin particular,sothatacollaborative
and consensus-basedM&E mechanismcanbe developedand implementedsuccessfully.Community
involvementinM&E would facilitatethecreationof strongpublicopinion,whichwill resultinbehavioural
changesfor thebenefitofthe fisheryindustry. Thisprocesswill facilitate effectivecontrol over:

- Exploitationandexploitationmethods
- Conservationandsustainabilityof resources
- Equitabledistributionoftheavailableresourcesas wellas income
- Conflict resolution
- Effectiveimplementationandenforcementof the FisheriesAct andits regulations.

6.26 The teamnotedthat thereare845 GramaSevaLevel FisheriesCo-operativescoveringthe marineand
freshwatersector.Theseco-operativesocietieshavea membershipof 98,827madeup of 79,062males
(80%)and19,765(20%) females.As perthe recentevaluationsdoneby theco-operativeunit of DFARD,
428 (52%)havebeencategorizedas active, 165(20%)as semi-activeand231(28%)as defunct.All these
grass-rootlevel co-operatives,mostofwhicharelocatedonthecoastalstripandaroundfreshwatertanks,
couldbetappedasusefulM & E partners.Besidesfisheriesco-operatives,representativesfromthevarious
activeNGOs andCBOsin eachvillage could alsobe incorporatedinto the monitoringandmanagement
body. During discussionsatthe field level, theteam foundthat membersof theselocal- level institutions
wereinterestedin activeparticipationin field-level monitoringandfisheriesmanagementactivities.

6.27 Unlessanduntil thecommunitieswhoarethemain stakeholdersareincorporatedinto the M&E systemin
ameaningfulmannerandwith responsibilityandauthority,it is unlikely thatthemanagementsystemwill
succeed.“Resourceusers”shouldbemade“resourcemanagers”if theconceptofparticipatorymanagement
is to work successfully.

6.28 The effectivenessof the PIPprocesswill dependon arangeof factorssuchas:

• Participationandintegrationof thestakeholdersin thepolicy- making/implementationprocess.

• Commitmentofthoseconcernedincludingthecommunityandtheofficials to bringaboutthedesired
change.

• Awarenessof theprimary stakeholdersof the needfor changeandtheir ability to participatein a
meaningfulmanner.

• Attitudes,skills,knowledge,commitmentandtheinstitutionalcapacityofall concernedstakeholders.

• Availability ofresources— human,financial, etc— to achievechange.

6.29 At present,datacollectionandinformationdisseminationis a top-downprocesswith little community
involvement.To movetowardsacommunity-basedfisherymanagement,it is necessaryto ensureproper
dialogueandtwo- waycommunicationwith the community.MFARD andits agenciesshouldwork much
morecloselywith thecommunity,andcreateafeeling amongthemthattheyarethe resourceownersand
keyplayersin fisherymanagementfunctions.
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7.0 OUTCOME OF THE NATIONAL M&E WORKSHOP

7.01 In accordancewith its Termsof Reference(TOR), theM&E studyteampresentedits reportandfindings
attheNationalWorkshopheldin Colomboon November26, 1999.This workshopwas chairedby Mr S
Amarasekera,Secretary,MFARD andattendedby the seniorofficials of the MFARD andits concerned
agenciestogetherwith representativesfrom Ministry of Finance& PlanningandMinistry of Plan
Implementation.

7.02 TheMinistry ofPlanImplementationwas representedby Mr JL Senaratne,DirectorGeneral,Monitoring
& ProgressReview Division. The FAO was representedby its ResidentRepresentative.The national
M&E advisorofthe UNDPmadeapresentationon M&E andhisexperiencesin theregion.Theproceedings
oftheworkshopwerefacilitatedby Mr HenryGunawardena,TechnicalAdvisor, MFARD. Mr GPiyasena,
Director, Planning& Monitoring, MFARD co-ordinatedthe programme.The teampresentedits report
andfindings in detailandthis was discussedat length.

7.03 The team’sdiagnosisandfindings were acceptedby the participantsincluding the seniorofficials who
commendedthereport’scomprehensiveanalysis.TheTechnicalAdvisor, MFARD, highlycommendedthe
team.Someofthecommentsmadeby theparticipants:

• Existing stockassessmentdatais outdatedandcannotbeusedas abasisfor fisheriesmanagement,
asit doesn’treflect thecurrentsituation.A scientificstockassessmentthatreflectsgroundrealities
is urgent.

• The systemofdatacollectionthroughlogbooksinmulti-dayboatswas consideredaverysoundand
effectiveapproachsinceit involvescommunityparticipation.Theneedto simplify thefonnatofthe
logbookandto createawarenessamongthefishing communityonthepurposeanduseoflogbooks
wasconsideredessential.It wasalsoagreedto expandthepresentcoverageofthelogbookto cover
all multi-dayboats,aswashighlightedin thereport.

• Fisheryharbours/anchoragesarenot being effectively usedat presentto collect informationand
datafor fishery managementandenforcementdespitethe factthattheharbours/anchorageshavea
properlyconstitutedinstitutionalframe-workandarebeingpatronisedbyalmostall multi-dayboats.
Participantsfelt thatwith asingleentry/exitsystemit will beeasyto usetheharbourasthebasefor
management,regulation,conservationanddevelopmentof fisheriesandaquaticresources.

• Streamliningdatacollectionatthe field level was consideredapressingneed.Someissuesin this
contextare: enoughfield visits by datacollectors,making samplingmethodsmorerepresentative
andestimationmethodsmoremeaningful.Theseissueswere discussedat length. The needfor
devisinga cost-effectivecommunity-basedinformation/datagatheringsystemsubstantiatedwhere
necessarywith amorescientificapproachwas emphasized.

• During groupdiscussions,it was proposedthat the communityshouldbe involved moreclosely
with managementand enforcement,including datacollectionanddissemination.One suggestion
madewas that managementcommitteesshouldbesetup at all major fish landing centres,with a
community-basedparticipatoryapproachtowardsmanagementandenforcement.Participantsbelieved
thatin orderto achievemaximumbenefits,the communityshouldbe empoweredwith authorityto
assumeresponsibilityandownership.

• As regardsinlandfisheriesandaquaculture,theneedfor acomprehensivedata/informationbaseon
profiles of waterbodieswas stressedas a priority area. The GeographicalInformation System
(GIS) establishedin NARA shouldbe effectively madeuseof for this purpose.The needto
continuouslymonitorall waterbodieswas repeatedlystressed.

• A properandwell-coordinatedM&E systemequippedwith informationto facilitateeffectivelaw
enforcementandachieveresourcemanagementwas consideredapriority need.
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• It waspointedout thatthepresentStatisticalUnit ofthe MFARD catersto the informationneedsof
its “superstructures”ratherthanits ownoperationalandmanagementneeds.Thecomputerization,
networkingandcapacity-buildingon M&E as pointedout in the report arepre-requisitesfor an
effectiveresult- basedM&E system.

• The needfor education,awarenessand capacity-buildingprogrammesfor all the stakeholders
includingthe communityatthegrassrootlevelwashighlighted.It wasemphasizedthatcoordination
betweenthecommunityandofficials shouldbe strengthenedthroughatwo-waydialogueat various
levels.. Closerlinks wereurgedbetweentheresearchandscientific wings with the implementing
agenciesandthecommunity.

• Theneedto developindicatorsbasedon alog-frameapproachtomonitorkeyactivitieswasaccepted
as a methodologyfor result- basedmanagement.No project should be clearedwithout aproper
M&E plan.Monitoring shouldgobeyondtheinput-outputstagetowardsbenefits,effectsandimpacts.
The M&E systemas it existsnow, is concernedwith implementation;no attentionis paidto the
operationalphase— results, cost recoveryand sustainability. Diagnosticstudies,mid-term
evaluations,post-evaluationsandimpactevaluationstudieswereconsideredeffectivetoolsto result-
basedmanagementandshould be incorporated.

704 While acceptingthe log-frameapproachas an effectiveplanningandmanagementtool, the participants
stressedtheneedfor moretraining in developingperformanceindicators,andin applying log-framesand
otherperformancemanagementtechniques.

...
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Annexure - 1

MFARD-BOBP-FAO Diagnostic Study of the MFARD M & E System

Background

The Bayof BengalProgramme(BOBP)ofthe FAO, as apartof its third phase,whichfocuseson enablingand
facilitating improvedmanagementof the fisheries,is assistingtheMinistry of FisheriesandAquaticResources
Development(MFARD) andthe Departmentof FisheriesandAquaticResources(DFARD) of Sri Lanka, in
improvingthemanagementof theornamentalfisheriessector.The objectiveof the exerciseis, in the contextof
conservationof critical aquatichabitatssuchas coral reefs,lagoons,mangroves,seagrassbeds,estuanneand
nverinesystemsand sustainableresourcesutilization from suchhabitats,to facilitate and enableimproved
managementoftheornamentalfishsectorofSri Lanka,throughawarenessbuilding, strengtheningtheinstitutional
capacityof concernedagenciesandprovisionof technicalassistance.

The problemin the ornamentalfish sectorneedsto be lookedaton two levels. First, giventhat little is known
aboutthepopulationsor the biologyof thespecies,someof which areendemicto Sri Lankaandrare,thereis a
genuineconcernthat indiscriminatecollectionwould stressthe populationsandeventuallypushthem towards
extinction.Thereis alsotherelatedquestionofhowthesedelicatecreaturesarecollected,Luckily thxic substances
andexplosivesdo not seemto beusedin Sri Lanka,thoughsomeof thegearandmethodsusedto collect fish,
suchas ‘moxy’ nets,arenot eco-friendly.Secondly,andlesswell known, is theproblemof humanactivitiesand
theimpacttheyhaveonhabitatsofornamentalfish. A wide rangeofactivitiesincludingdeforestation,agriculture,
the mining of sandandcoral for lime construction,food fisheries,sewageandgarbage,dumping, industrial
pollutionandtourismhavedirect andindirecteffects on thehabitats,mostof whicharedetrimental.Given this
scenario,only managingthecollectionofornamentalfishmayprovefutile, evenif successfullyimplementedand
if no attentionis paidto thequalityofthehabitatswhichrecruitandprovideahomefor the creaturesconcerned.
In practicaltermsthemanagementoftheornamentalfish sectoris complicatedbythefactthatseveralgovermnent
agenciesareinvolvedandtheywouldneedto work inconcertto comeupwith arationalandcohesiveprogramme
ofmanagement.

Stakeholderanalysisconductedby DFAR andBOBP suggeststhat while a lot differencesexist in termsof
perceptionsof problemsandsolutionsoptions,thereis aclearcommonalityin thatall partiesfeel thattheystand
to benefitin thelong-termfrom aprogrammethatensuresthesustainabilityofthe resourcesandthehabitat.The
centralaim of the projecthasbeento promoteconsultationsandnegotiationsamongstandbetweenstakeholder
groupsin order to arriveatnegotiatedmanagementplan.To aid andassisttheconsultationprocess,two parallel
activities were undertaken.One, to addto the knowledgeof the sectorin termsof the statusandtrendsof the
resourcesandthehabitatsto providethestakeholderswith the ‘bestavailable’ scientificinformationtohelp them

in their decisions,andtwo awarenessbuilding on the needfor, thebenefitsof andthe methodsof management
amongstall stakeholders.The stakeholdershaverecommendedthe formation of a task force to developa
precautionarymanagementplanwhichwould leadto participatoryimplementation.,monitoringandenforcement
MFARD is interestedin strengtheningits M & E systemto enableit to traceperformanceof its activitiesandto
determinethe impactsof its policiesprogrammesandactivities.

At the 23rd Meeting of the BOBP’s Advisory Committee,in Negombo,Sri Lanka, it was recommendedthat
BOBP shouldassisttwo fishery agenciesin the strengtheningof their M & E Systems.It washopedthat with
suchcapacity-building,the taskof improvedfisheriesmanagementwould be facilitatedand thetwo agencies
wouldbemodelsfor fishery agenciesof theothermember-countriesto follow. It was furtherrecommendedthat
suchstrengtheningofthe M & E systemsbeundertakenin the Stateof Taniil Nadu,Indiaandin Sri Lanka

Terms of Reference

The Consultantsunderthesupervisionanddirectionof theProjectOperationsOfficeof RAPA, FAO andin close
consultationandcooperationwith FAO Representationin Sri Lanka, BOBP,MFARD andotheragenciesin Sri
Lankaconcernedwith thedevelopmentandmanagementoffisheriesshallundertakeadiagnosticstudyofMFARDs
M & E system,with a view to recommendstrategies,approachesandaction in the form of proposalbriefs to
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strengthenand improvethe performanceof the Ministry’s M & E System. The Consultants,inter alia, shall
undertake.

1. Identification, review anddiagnosticanalysisof monitoring& evaluationand managementinformation
practicesin use in the Ministry of Fisheriesand Aquatic ResourcesDevelopment(MFARD) and its
constituentorganizationsconcernedwith fisheriesdevelopmentandmanagement.This diagnosticstudy,
using secondarydata, individual andgroupdiscussionsandworkshops,will determinehow information
usersarecurrentlysuppliedwith information,the sourcesof dataandinformation,dataandinformation
collectionmethods,dataandinformationprocessingmethodsandreportingpractices.

2. Identificationof the informationneedsof MFARD andits constituentagencies,in the contextof their
Mission Statementandoverall andimmediateobjectives.Giventhe largenumberof activitiesundertaken
by theconcernedagencies,thestudywill categorizetheactivitiesinto typesandundertakein-depthstudies
ofatleastoneactivity ofeachtypeidentifiedto indicateanapproachfor thatgenericactivity. Theoutcome
will be to identify, for the selectedactivities,whatinformationis requiredby which staffto monitorand
evaluatetheprogressandperformanceoftheactivitiesandto assesstheimpactsoftheconcernedpolicies,
programmesandactivities.Thisexercisewill involve aseriesof workshopsatdifferentlevelsto facilitate
logframeanalysis,basedon actualproblem,objectiveandsolutiontreeanalyses.

3. Examinationofthescopeof improvingandstrengtheningexistingM & EandMIS in orderto providethe
identified information needsof the concernedorganizations,including improved datacollection and
disseminationsystems.Thisexercisewill involve discussionsandbrainstormingsessionswith thestaffof
theconcernedorganizationsandstakeholders.

4. Developmentof strategies,approachesandbriefproposalsfor strengtheningthemonitoring& evaluation
andmanagementinformationsystemsofMFARD andotherconcernedagencies,keepingin mindpracticality,
feasibility andtheartofthe possible.

5. Reportingon all theabovein the form of adraftreport.

6. Presentationofthedraftreportatanationalworkshop,revisingthereportin light ofthefeedbackreceived
andsubmissionsofthe final report.

Consultants

The studywill beundertakenby ateamof four consultants,consistingof threeofficersof thePostEvaluation
Unit, Monitoring andProgressReviewsDivision,Ministry of PlanImplementationandParliamentaryAffairs,
Sri Lanka (Ms NandaPiyaseeliAlhakone, Director, Mr V Sivagnanasothy,Deputy Director, and
Mr KulasabanathanRomeshun,AssistantDirector) andMr S P ChandraSilva, anindependentconsultant.

Institutional Arrangements

I. Theservicesofthethreeofficersof thePost-EvaluationUnit, Monitoring andProgressReviewDivision,
Ministry of PlanImplementationandParliamentaryAffairs, Sri Lanka(Ms NandaPiyaseeliAihakone,
Director, Mr V Sivagnanasothy,DeputyDirector & Mr KulasabanathanRomeshun,AssistantDirector)
will beprovided atno costexceptdaily subsistenceallowanceandtravel costsfor activitiesoutsidethe
duty stationandlocal travelcostsin the dutystation)to the Ministry of FisheriesandAquatic Resources
Developmentby the Ministry of Plan Implementationand ParliamentaryAffairs, through a Letter of
Understandingbetweenthetwo Ministries.

2. The servicesof Mr S P ChandraSilvawill beprovidedto theteamof consultantsby beingassignedasa
NationalConsultantby the FAO throughtheFAO Representationin Sri Lanka.Mr S P ChandraSilva’s
Termsof Referenceareas follows.

Mr S P ChandraSilvaunderthe supervisionanddirection of the ProjectOperationsOfficer of RAPA,
FAO andin closeconsultationandcooperationwith FAO Representationin Sri Lanka.BOBP, MFARD
andotheragenciesm Sri Lankaconcernedwith thedevelopmentandmanagementof fisheriesshall assist
Mrs NandaPiyaseeiiAihakone,Mr V Sivagnanasothy& Mr KuiasabanathanRomeshunof the Post
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Evaluation Unit, Monitoring & Progress Review Division, Ministry of Plan Implementation and
Parliamentary Affairs, m undertaking the study of the Monitoring & Evaluation system of MFARD
(the TOR of the studies dealing with the M & E System of MFARD are as attached above). The
consultant shall provide in particular assistance to the study team to make the studies more
participatory in nature through the use of participatory methods in consultations, workshops and
logframes exercises and provide inputs on the social science aspects of fishers and fisher
communities as necessary and assist in the reporting of both studies, taking responsibility fpr
particular sections as mutually agreed to by the team of consultants.

3. The Ministry of Fisheries and Aquatic Resources Development will depute two officers of its
Planning and Monitoring Division to assist the study team in its efforts. The deputed officers will
receive no honorarium but will be paid DSA and travel costs for activities outside the duty station
and travel costs for activities within the duty station. It is expected that the team of consultants will
provide the deputed officers in-service training during their assignment to enable them to undertake
similar efforts in the future.

4. The Study Team will undertake their task with guidance and direction from Mr G Piyasena,
Director, Planning and Monitoring Division, MFARD. The Planning and Monitoring Division
being the primary client and beneficiary of the study will closely follow the progress and
performance of the study and its Director, Mr G Piyasena, will be responsible for technical
clearance of the draft report of the study, prior to its presentations in the National Workshop, and
subsequently before the final draft is submitted to MFARD and FAO.

5. The funds to undertake the study, including Mr S P Chandra Silva’s honorarium, DSA and travel
costs of the study team for activities outside of the duty station, Colombo, local travel costs for
activities in Colombo, costs of conducting a series of consultations and workshops with the
stakeholders, costs of stationery and reporting will be provided by the BOBP, through the FAO
Representation in Sri Lanka.

Duty Station: Colombo, Sri Lanka

Duration and Timing of the Study: The study will be completed over a four-month period ending 31 July
1999.

Workplan: Details of Activities as per TOR

Identification, review and diagnostic analysis of monitoring & evaluation and management
information practices in use in the Ministry of Fisheries and Aquatic Resources Development
(MFARD) and its constituent organizations concerned with fisheries development and
management.

a. Study Team discussions with individual officers and groups of officers in concerned
agencies in Colombo.

b. One two-day stakeholder consultation/workshop at district level, in a district recommended
by MFARD, with participation of Study Team (4+2 MFARD Nominees) and
approximately 25 stakeholders from fisheries and district level fisheries administration.

c. One one-day multi-agency consultation/workshop in Colombo, to review and finalize
findings of diagnostic study with participation of Study Team (4+2 MFARD Nominees)
and approximately 30 representatives of MFARD and concerned agencies.

2. Identification of the information needs of MFARD and its constituent agencies, in the
context of their Mission Statements and overall and immediate objectives, in particular
though not restricted to fisheries management.

a. Approximately five two-day Logframe Workshops in the MFARD Conference room,
Colombo, to develop logframes for particular activity types and specify information
needs for M & E with the participation of Study Team (4+2 MFARD Nominees) and
approximately 10 participants concerned with the particular activity being studied.

3. Examination of the scope of improving and strengthening existing monitoring evaluation
and management information systems in order to provide the identified infonnation needs of
the concerned organizations,
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with emphasis on how such information and data are collected, compiled analysed and made
available to decision-makers.

a. Study Team discussions with individual officers and groups of officers in concerned
agencies in Colombo.

4. Development of strategy, approaches and brief proposals for strengthening the monitoring &
evaluation and management information systems of MFARD and other concerned agencies.

a. One multi-agency consultation/workshop of I-day duration in Colombo, to review and
finalise recommendations of Study Team in terms of strategy, approaches and brief
proposals with participation of Study Team (4+2 MFARD Nominees) and approximately 30
representatives of MFARD and concerned agencies including BOBP/FAO staff.

5. Reporting on all of the above in the form of a draft report.

a. Discussion amongst Study Team (4+2 MFARD Nominees) and reporting.

6. Presentation of the draft report at a state-level workshop, revising the report in light of the feedback
received and submission of the final report.

a. BOBP and MFARD will separately organize the National Workshop, upon receipt of the
draft report of the Study Team. The Study Team (4 + 2 MFARD Nominees) will participate
in the workshop and present their findings and recommendations. The National Workshop
will be separately funded by BOBP.

b. Discussion amongst Study Team (4+2 MFARD Nominees) and development of final report,
incorporating the comments and recommendations derived from the National Workshop
assisted by staff of BOBP.
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Annexure -2

Strengtheningof the Monitoring & Evaluation Systemof
the Ministry ofFisheries & Aquatic Resources Development under the BOBP/FAO Workplan

3. Examinationof thescopefor improvingand
strengthening existingmonitoring evaluationand
managementinformationsystem

4. Developmentof strategy,approachesand brief
proposalsfor strengtheningthemonitoring&
evaluation

Diagnosticanalysisof Monitoring &
Evaluation

2 Identificationof theinformationneeds
(5 Workshopsof 2 daysduration)

5. Presentationof the draftreportatastate-level
workshop

1.



Management
Division

DepartmentofCoastConservation

NationalAquaticResearchDevelopmentAuthority

CeylonFishenesHarboursCorporation

CeylonFisheriesCorporation

Cey-Nor Foundation
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Annexure -3

ORGANOGRAM
Ministry of Fisheriesand Aquatic ResourcesDevelopment

AdditionalSecretary
(Development)

Secretary

Special Projects

I-Ion. Deputy Minister
Internal Audit

Director
Planning&
Monitoring

AdditionalSecretary
(Administration)

Director
Export

Development

Director
FSD

Director
NIFT

LegalConsultant

Chief
Account

Planning&
Monitoring

Division

Exp. Dev.
Division

SAS
Dev.

SAS

SAS
MCS

FSD
Division

Finance
Division

NIFT

Administration
Division

Subsidy
&

Welfare

Department
of

FARD

Publicity
Division

Chief
Accountant

MCS
Division

D/D
Admin

DID
management

D/D
Fish Industry

D/D
FishQC

Accounts
Division Administration

Division
Industries
Division

QC
Division

NationalAquatic Research& DevelopmentAgency



Annexure - 4

Proposed M & E Arrangements for MFARD

Datafrom Harbour
Anchorages, Community *

FI Extension

* Boat type andgear,boat movementsanddurationof voyage,newfish landingscatch by
vessel- variety; qualityprice,etc.

** Fisheries-relatedinformationon craft,gear, licensing,registration,renewals,etc., Fishety
resources data;Socialandlivelihood-relateddata;

*** Technical,technological,biological resources,quality. Other scientificinformationonfish,
shellfish, ornamental fishexports, etc.;

All agencies, projects and institutions under MFARD and those affiliated including participatory
agencies like NGOs, Cooperatives, CBOs, etc. will also receive information to/from the CMU at
the Planning Division ofMFARD
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Chairman
CFHC

MFARD
CMU-PlanningDivision

Info.
Data

Chairman
NARA

CFHC
DataCollection

Management
Information Unit

Info.
DataDirector, DFARD

Data/Management
Information Unit

DG/NARA
Data Collection

Management
InformationUnit

DFEO

HarbourManagers
or

CommunityOrganizations

Field Enumerators
Data Collection

Field
DataCollection

Field data** Field data***



Annexure - 5

Aquaculture Development- Logical Framework Matrix

Hierarchyofobjectives Objectively venfiabla indicators Means of verification Key assumptions

Goal
* Increasenutritional statusandfood

securityofpeoplethroughincreased
fish supply

* Increasein employmentopportunities

m fishenes and fishenes-related
activities.

* Increasein Aquaculture Production

Per capitasupply of inland andaquaculture fish
increasefrom 1.58 kg in 1999 to2.51 kg in 2004.

* Incrementalemploymentin theInland Fisheries
sector
* 1999- 100
* 2000 - 100
* 2001 -200
* 2002 - 300
* 2003 - 400
* 2004 - 400

* Annual incrementalemploymentof 100 in shrimp

farming: 1999 - 2004
* Annual incrementalemploymentof 300 in fish

seedproduction:1999 - 2004
* Annual incrementalemploymentof 300 in

aquaculturelive fish (including exporttrade):
1999-2004.

* Increasein exportsof Aquaculture fromRs.2.6 bn
in 1999 toRs.6.6 bnin 2004.

* Exportofshrimpfrom3,211mtin l999to

7,790mtin 2004.

* NutritionSheet
* Aquaculture Development

Authority

* Socio-economicsurveydoneby
theMinistry of Fishenes&
AquaticResources Development

* Labour Ministiy / Department
ofCensus& Statistics

* DepartmentofCustoms
* CentralBank

Assumptions to sustain goals

* The demandfor inlandandaquaculture
fisheriesproductscontinue

* Therewouldbe no major diseaseoutbreak

wInch wouldthreatentheproduction.

* No external interference for executionof

regulations

* Policy commitmenttoinlandaquaculture
fisheries continues

* Export market foraquaculturecan be
sustained evenwith international
competition

.

Purpose
* Increasein Aquaculture Production * Aquacultureproductionincrease from30000MT

.

m 1999 to51,000MT in 2004
.* Stockof fingerlmgsin waterbodies

* Carp increasedfrom 2.5 mn in 1999 to 15 mn in 2004
* Thilapia increasedfrom 0.5 mn in 1999to 5 mn in 2004

* MFARD & Aquaculture
DevelopmentAuthonty

Assumptions to achieve goals
.

* Acceptanceof localandforeignconsumers
.is thereandsufficient

* Financially attractive forthe activitiesto be
continued



Hierarchyof objectives Objectively verifiable indicators Means ofverification Key assumptions

* 73 majorreservoirsto bestockedwith fingerlings * Proper qualitystandardto ensurethe

of Tilapia nilotica by 2004 sustainability of the export market and to
* 163 mediumand3,280minor perennialreservoirs ensurecontinued acceptanceby thelocal

to bestockedby 2004 consumers
* Stockingof 7hill countiy reservoirsby 2004
* Develop 32,500 haofuplandandlow land

reservoirsin theMahaweliareaby 2004
* Developing 100,000 haof seasonalvillage tanks

by 2004
* Numberof brood stockmanufactured/importedin * Customs

tons

Output
* Developmentofaquainfrastructure

(reservoirs,capes,ponds, hatchery,
feed productioncentres)

* Seedproduction

* Developmanpower-extension

* Diseasepreventionactivity

* Numberof Hectares/Units increasesfrom
to from 1999-2005

* Waterareaunder seedproduction increasesfrom
ha in 1999 to ha in2004

* Number of people contacted per extension officer

per year increased from in 1999 to
in2004

* Occurrencesof diseasereducedfrom in
l999to in2004

* MFARD

*  MFARD

* NARA
* MFARD
* NARA

* MFARD
* NARA

Assumptions to achievepurpose

* Demandfor inland fisheriesandaquaculture

exists
* Willingnessof Farmersto involve in

aquadulture

Input
* Establishmentof anaquaculture

.developmentauthority
.* Regionalextensioncentres

* Providingtraining to membersof

fisheriesco-operativesocietiesand
village associationstoproducefish
seedfor stockingofreservoirs

* April 1999

* 12 nos.by December1999
* Numberof programmes/persons

AppointmentofDirectorGeneral
.

& supportmgstaff
Director& supportingstaff
* MFARD

Assumptions to achieve output

* Staffavailability andspecialized skill
personnel

* Timely availability of funds
* Suitablelands,waterandingredients
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:

* Training and participation of estate

workersandaquaculture farmersto
produce fingerlings forstockingof
seasonal& perenmaltanks

* Trainingon feed production

* Funds

* ExtensionServices

* 1999- Rs. 123.8 nm
* 2000-Rs.136.2mn
* 2001-Rs.149.8mn
* 2002-Rs.164.8mn
* 2003-Rs.181.3mn
* 2004-Rs.199.4mn

Recruitmentof extensionstaffnos by (year)

* MFARD Suitablelands,waterandingredients

Hierarchy of objectives                   Objectively verifiable indicators                   Means of verification                       Key  assumptions



Logical Framework Matrix
Ceylon Fisheries Harbour Corporation

Hierarchy of objectives  Objectively verifiable indicators (OVI) Means of  verification (MOY) Assumptions

Overall Goal
* Improvenutritional level ofthe

community
* Increasejob opportunities

* Increaseforeignexchange
earnings

Percapitaavailability ofdeep-seafish up from
3.42kg in 1999 to4.5kg by 2004
An averageof 200job opportunitiesper yearfrom
1999to2004
Fonegnexchangeearningsincreasefrom
Rs. mnin 1999 toRs._______mn in 2004

Ministry ofFisheries- Statistical Department;
Census& Statistics
Departmentof Census& Statistics

DepartmentofCustoms

*    For the Sustain ability ofthe Goal
* Encouragement todeep-sea fishing will

continue

* Propermonitoringand management
practicesfor theharbourareestablished

Purpose
1. Enhancing sustainable

exploitation of deep-sea fishery
resources

2. Improve quantity offish catch,
quality and handling

1.1 Increasedbasin areawith annualdredging
reducedfrom mt in 1998 to

mtm2004
1.2 Increasein the numberof deep-seafishing

craftsby 60 numbersperyearfrom 1999 to
2004

1.3 Averagefishing dayspermonthincrease
from in 1999to in
2004

1.4 Averageturnaroundtime decreases
from daysin 1999 to-daysin 2000

1.5 Increase in deep-sea fish catch from 65,000 mt
in 1999 to 92,000mtin 2004

2.1 Quantityof fishlandedin safemethods
increase from mt in 1999 to

in 2004
2.2 Exportquantity asa% oflandedfish increases

from %inl999to %in
2004

2.3 Quantityoffish wastedecreases from
in 1999 to______

mtin2004

RecordsoftheHarbour Managers

RecordsoftheHarbourManagers

Recordsof HarbourManagerandconsolidated
reportsof theMFARD

Harbour Manager/Ministryof Fisheries

Ministry ofFisheries/Departmentof Customs

Reportsof the HarbourManager

Reportsof theHarbourManager
.

Reports of the Harbour Manager

To achieve goal
* Stable pricesfor deep-seafish
* Assuredmarket fordeep-seafish

* Consistentgovernment policy
* Increasein thenumberof usersofthe

harbours
.

* Costrecoveryfor theservicesprovided

Ravikumar R Manian




3. Reducing environmental effects
at fish landing sites

4. Self sustarnability of harbours

3.1 Level of Microbes
3.2 Water quality at landing sites - Chemical

Oxygen Demand, Biological Oxygen Demand
4.1 Average income of harbours exceeds the

recurrent expenditure ofthe harbours

Reports ofNARA
Reports ofNARA

Records of the Harbour Managers

Output
Fisheries harbours giving safe
shelter for the fishing boats and
providing necessary facilities,
water, fuel, ice and workshop
facilities to go out fishing

Number of harbours in operation under category
A-
B-
C-
D-

Reports of the Ceylon Fishery Harbour
Corporation

To achieve purpose
* Fishermen will invest money to do deep-sea

fishing
* Fishermen’s willingness/ability to pay for

the services
* Acceptance to close gate policy by the users

ofthe harbour

Input
* Technical inputs

* Material
* Funding Funding during the period of 1999-2004

Foreign - Rs.5097.4 mn
Consolidated - Rs. 919.4 mn

Reports ofthe Ministry to the Parliament

To achieve output
* Timely availability ofnecessary permits
* Ideal geographical locations available
* Availability of technical know-how
* Timely procurement
* Timely recruitment ofconsultants/staff
* Commitment for funding

Hierarchy of objectives              Objectively verifiable indicators                 Means of verification                            Key assumptions



Logical Framework Matrix
Negombo SpecialArea Management Project

Hierarchyof objectives Objectively verifiable indicators Means ofverification Key assumptions

Goal
Sustainable fisheriesdevelopment through
community-based management

* Improvedincome
* Improved fishproduction
* Less state involvementin management

* Consumptionpatternsof the
community

* Catchdata
* Lessdemandfor statefunds

* Communitywill continuewiththe
participatory managementsystem

Purpose
Sustainableenvironmentin theNegombolagoon

Organisedfishing community

Responsible fishing

* Increaseof areaofmangrove
vegetation

* Waterquality monitoring

Speciescompositionoffish catchof the
fisherysocieties
* Declinein the costof lawenforcement
* Decreasein thefish catchof endemic

species

* Surveys
* Research

Numberof casesdetected

* Skilled personneland laboratoryfacilities
available

* Participationof fishermenhigh
* Conflict resolution mechanismavailable
* Supportfrom governmentagencies

forthcoming in a timely manner

Output
EstablishFisheriesManagementCommittees

Relocationofmechanisedboats
Relocationofencroaches
Protectionofmangrovevegetation
Area demarcation

Numberof committees, membership,
attendance& activeparticipation

Numberof vesselsanchoredoutside
Numberof families resettled
Speciesandarea protected
Surveyplans

* Datacollection
* Surveys
* Observation
* Catchdata
* Availability of plans

* Willingnessoftheencroachesto be
relocated

* Value ofmangrovevegetation accepted
* Willingnessofthecommunityfor resource

management
* Backgroundinformationavailable
* Community-basedmanagementconceptwill

beacceptedby thecommunity
* Understandingof pollution driventhreat



Hierarchyof objectives Objectivelyverifiablerndicators Meansofverification Key assumptions

Input
Awareness programmes Numberandtypeof programmes * Informationsystems * Fisherywill be participatoryactivity
Socio-economicand biologicalsurveys Numberof surveysandfmdings * Government charts * Surveyorsare equippedwith necessary
Determiningalternativeanchoragefacilities Numberof locationsand capacity * Data collected knowledgeandskills
Preparationof surveyplans Survey fmdings Suitablelocationscouldbe identified and
Determininghighly protectedareas thereis positive responsefor thelocations
Managementproceduresfor vegetation * Political support
Introductionof fisheriesregulations Timetakenfor theintroductionofregulations * Availability offunds
Identificationof alternativehousingschemes Numberof families relocated * Fundsandloans areavailable
Developingsound disposalsystem Numberof complaints fromthecommunity Consultantsandskilled personsavailable
Establishing projectmanagementoffices Numberof staff



Logical Framework Matrix
Diyawara Gammana Programme

Hierarchy of objectives Objectively verifiableindicators Means of verification Key assumptions

Goal
Upliftmentof thesocialconditionsof
fisherfolk

* % of fisher families having permanent houses Survey by Ministry ofFisheries and
AquaticResourcesDevelopment

Fisherfolkarewilling to construct permanent
dwellingsandusesanitaryfacilities

Purpose
Community-managed housingscheme

Cordialrelationshipamongthefisher
societiesandother societies
Communitydevelopment

* % childrenpre-schoolchildren increase
* % of people saving increases
* Savingsamountincreases
* % ofmalnourishedchildren decreases

Number ofjoint meetingsamongstfisheries
societies,and othersocietiesperyear

Schoolattendanceregister
By survey
Banksin thecommunity
Child HealthDevelopment
Report- GramodayaHealth Centre
Recordsofjoint meetings

Continuousrepaymentofthe loan

Jointmeetingswould improveservicesto
fisherfolk

Output
Establishmentof DiyawaraVillage
Complex

EstablishingScheme Management
Companies

* NumberofDiyawaravillagesestablished
* 15,000housesconstructed during1999 - 2004
* Facilitiesestablished

* CommunityCentre
* Pre-school
* Healthcentres
* Cultural centre
* Sales outlets
* Library
* Accessroads
* Bankingfacilities

* Water andelectricityinfrastructure
* Playground

Numberof Scheme Management Companies
established

RegisteredvillagesunderDS office
ProjectOffice

Registered companiesat theMIFARD

Fishermenshowwillingnessto construct
houseswith thematerial assistanceprovided
Fishermenrepayloansprovidedto themas
envisaged

Adequateparticipationby fishermenin
managementactivities



Hierarchyof objectwes Objectively verifiable indicators Means ofverification Key assumptions

Input
Socio-economicsurvey(baseline survey) Preparationof thesocio-economicsurveyreport Identificationoflandandbeneficiaries Necessarymanpowerandfundsaremade
Awarenesscreation programmes Numberof awarenessprogrammes available
Suitable lands forthe constructionworks Acreageoflandresaveby the DivisionalSecretary District landregistraroffice Availability of land
Funds(local andforeign) Local - Rs.1,543 mn

Foreign- Rs.375mn
Governmentestimates Availability of Governmentfunds

Building materials QuantityofBuilding Materials Amount spent for buildingmaterials Availability of building materialsin time
ProjectOffice Numberof staff Requiredstaff Availability of qualified personsandtheir

willingness



Logical Framework Matrix
Fisheries Sector(Quality)

Therarthy ofobjectives Objectivelyverifiable indicators (OVI) Means of venfication (MOY) Assumptions

Overall Goal
* Maximumusageofmarine resources(?)
* Improvenutrientvalueof diet of

Sri Lankan consumers
* Improveliving conditionsof fishermen

andfish traders

Purpose
* Supplyof hygienicfish/fish product

Increasein fish catch,especiallydeep-seafish
Increasedavailabilityof fish for consumption

Improvedaveragepricesfor fish

Reportsof theDepartmentof Fishenes
For the sustainability of Goal
Fishcontinuesto beastaple fooddueto its
affordability

Sri Lanka’sfish continuestobe acceptedby
internationalbuyers

* Number of boats withmodern fish storing/
icing facilitieson boardthe vessel

* Amountof wastefish handledby Fishery

Harboursreduced
* Improvedexportvolume

Departmentof Fisheries

FisheryHarbourManagers

Departmentof Customs

To achieve goal
The consumers woulddemandquality fish

Improvedfish quality improvesrevenue

Output
* Trainingon newfishing methods,

equipmentandtransport
* Facilitiesat thelandingsitesimproved

- water
- ice
- fuel supplies
- storage facilities

* Establishmentof credit facilities

Numberof people trained

Numberof sitesimproved

Seedfund amountandparticipating credit
institutions commissioned

NationalInstituteof Fisheries

CeylonFisheriesHarbourCorporation

To achievepurpose
Thosewhoaretrainedarewilling to
implementthem
Thefacilitiesdeveloped willbe exclusively
usedby fishermenandtraders
Credit facilitiesprovidesufficient incentive
for those trainedtoparticipatein these
activities

Input
* Consultantsandtrainersfor training in

theuseofnew fishingmethods
(longline,etc.)and equipment

* Funds
* Studieson facilitiesandimprovements

Numberrecruited

Amount
Numbers

Ministryof FisheriesandAquatic
ResourcesDevelopment

-do-
-do-

To achieveoutput
Those engagedin fishing & fish marketing
will attendtraining programmes
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