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Preface

Thisdocumenis the reporbfaproject tostrengthehesystemfor monitoringand evaluation
andthemanagement informatioservicesn the Ministryof Fisheriesand AquaticResources
Developmen{MFARD), Sri Lanka:

Supportedy the Bayof BengalProgrammd&BOBP), the project ipartofthe BOBP’s effort
duringits Third Phase timproveandfacilitatefisheriesmanagemenh Sri Lankaby raising
awarenesdyuildingthe capacityofinstitutionsin Sri Lankaandprovidingtechnicalassistance.

The paper discusses the presepstemfor monitoringand evaluation ilMFARD and the
Departmentof Fisheriesand AquaticResourceDevelopmen{DFARD), and theefforts,
supportedy BOBPto introduceanewsystem usingtheinternationallypopulamanagement
tool, Logical FrameworkAnalysis. The documentists severalrecommendationsesulfing
from the study.

The project wasimplementedhroughaconsultancy assignmeatvardedo theMinistry of
Plan Implementatiorand Parliamentanaffairs (MPlI & PA). It was carried out bythe
PerformancdcvaluationUnit ofthe Ministry, with the assistanaef aconsultanprovidedby

theFAO.

The BOBP is amulti-agencyregionalfisheriesprogrammehat coversevercountriesaround
the Bayof Bengal. Bangladesh, India, Indonesislalaysia, MaldivesSri Lanka, Thailand.
The Programme playa catalytic and consultativeole in developingcoastalfisheries
managementn the Bay of Bengal,therebyhelping improvethe conditionsof small-scale
fisherfolkin themember-countries.

The BOBP is sponsoredy theGovernmentofDenmarkand Japan. The executiagency
is theFAO (Foodand AgricultureOrganizatiorof the United Nations).




Foreword

Monitoring & Evaluation (M & E) is oftentheweak spot in government organizations- in
Sri Lankaand elsewhere irthe Bay of Bengal region.Theylack regularand systematic
evaluations of project performance.

With the many changes in fisheries in Sri Lanka, and the emergence of problems such asthe
depleting resources, increasing environmental pollutionand declining catches and incomes of
fishermen,an effective M& E system isnecessaryn MFARD (Ministry ofFisheriesand
Aguatic ResourcesDevelopment)and DFARD (Departmentof Fisheriesand Aquatic
Resources Development) institutetheright policies.

Suchasystemwill beparticularlyhelpfulin promotingfisheries managementthe BOBP’s
majorobjectiveduringits Third Phase becausé will helpthegovernmentrackperformance
andassesghe impactofpolicies andprogrammes.

The BOBP therefore supportea study to facilitate theestablishmenof a result-based
managemensystemin the MFARD and its agencies. Carriedout by the Ministry of Plan

hnplementatioandParliamentaiy Affairswith theassistancefa FAO consultanttheteam

reviewedexisting M & E mechanismsn MFARD and DFARD, studieddocumentation,
maddield trips andhelddiscussionatvariouslevels,with officials and fishermen. Aresult

basedmonitoringandevaluationmethodologyvasevolvedusingLogical FrameworkAnalysis

asthe basis. This seekgo replacethepresent “input-outputbasedM & E systemwith a

performance-based M E System.

Theteamconductedive Logframeworkshopsfor over 100 senior, middle level andfield
officers of the MFARD, DFARD andits agencies. Theseorkshopsprovedto be very
successfuin disseminatinghe conceptand methodology. The team also assessed the
information andtrainingneedsof MFARD andits agenciego strengthen M& E capability.

Introducing soung@articipatoryM & E systemsinto ahierarchicalset-uplike governments
achallenge, andMFARD and DFARD shoulde complimentedon taking up thechallenge.
Wearepleasedo haveplayedamodestole intheprocess.This documenty reportingon
theeffort anddisseminating informatioabouit, strengthentheeffortandcarriests message
far andwide.

Y ugraj Yadava
Chenna Interim 1IGO Coordinator
30.12.2000 Bay of Bengal Programme



1.0 BACKGROUND

A. Introduction

1.01

1.02

1.03

TheBay of Benga Programme (BOBP)is aregional FAO fisheriesinstitutionthat has establisheditself in
its member countries on both sides of the Bay: Bangladesh, India, Indonesia, Malaysia, Maldives, Sri
Lanka,andThailand.

During its first two phase (1979-1993 the BOBP strove to improve the conditiors of fisherfok by
helping member-governmestintroduce new technologis and extensia techniqus amoryg fisherfolk
communities.Overthe yearsit cametobe universallyacceptethatfisheriesmanagemerns the onlyway
to ensure the future productivity of the fisheries sector, protect the bio-diversity of marine species and
improvethelivelihood formillions of fisherfolk. Duringitsthird phase, therefore, the BOBP has attempted
to introduceandimplement fisheriesnanagemenpracticesn 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.

In Sri Lanka, the BOBP has focused during thethird phase on facilitating improved management of the
ornamental fish sector. In thisendeavourthe BOBP assisted theMinistry of Fisheries and Aquatic Resources
Development (MFARD) and the Department of Fisheries and Aquatic Resources (DFARD) through
awareness-buildingtrengtheningheinstitutionalcapacityofconcerned agenciesdechnicabssistance.

Workshopsand discussionsvith stakeholders revealédat strengtheninghe Monitoring and Evaluation
(M&E) Systemwould helpthegovernment tdrackperfonnanc@nddetermingheimpactsofitspolicies,
programmesindprojectsandherebycontributeowardsimprovedfisherynanagementA keyelementin
ary fisheries managemetprogramne is the Managemeninformation Systen (MIS) tha suppors the
decisioand policy making processes.

In consultation with the BOBP, the MFARD awardelthe consultang assignmenon Strengthenig the
M&E System inthe MFARD and DFARD to the Ministry of Plan Implementation and Parliamentary
Affairs (MPI & PA) (Annexure 1). The consultancy wasto be carried out by the PerfonnanceEvaluation
Unit (PEU) ofthe MPI & PA, with the assistance of an external consultant provided by the FAO.

B. Rationale

1.04

1.05

1.06

Pag developmenplars of MFARD focusel heavily on increasirg fish productiowith littl e emphass on
resourcemanagementtHaving realisedthe importanceofresourcenanagemento ensureasustainable
fishery, the government has given high priority to fisheries management inits current Six-Y ear Plan (1999-
2004). The Six-Y ear Fisheries Development Programme of the MFARD highlights the present status on
planning and the need for an M& E mechanismthus.

“ Some shortcomings of past Plans include an over-estimate of exploitable marine resources aswell as a
pre-occupationwithincreasing production,whilst neglecting resource management. Past Plans also suffered
from poorand unreliabledataand statistics,particularly theabsencef a catchand effort monitoring

system.”

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 practiceswhich will ensure effective
conservation, management and development of living fisheries and aquatic resources. The Code stipulates
guidelines for management, post-harvest practices andtrade. Sri Lanka iskeento adopt and implement the
Codewith suitablecountry-basedtrategies.

Policiesin thefisheriessectoincludingtheintroductionofthenewFisheries andquaticResource#\ct
No0.11 of 1996 and new regulationsframed under it haveundergone changes. But the survival of fishery as
an industry is threatened by depletion of resources, habitat destruction, declining bio-diversity, and

1



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.

() assessing the strengths and weaknesses of the existing M&E system
(i)  developing and introducing a suitable methodology for a result-based M& E system

(i)  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 al 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 aso conducted a diagnostic study on existing M&E systems and practices by
reviewing documents, reporting formats, manuals and circulars and holding discussions
with key officias 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



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 aso 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
closaly 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.

3



2.00

2.02

2.03

20 RESOURCE MANAGEMEN T FROM
FISHERIES SECTOR PERSPECTIVE

The fisheries sectw in SriLankaplaysavital role interms of employmemngenerationpprotein supply tothe
nation and expot earnings The bulk of the fish supply arourd 88% comes from marire resources;
aquacultue contributesthe remainirg 12% The contributian of the fisheries secta to the nationd Gross
Domestt Productin (GDP) is estimaté to be 3%. Around 65% of the animd proten intake of the
population comes from fish. The presehper capitaconsumptio of fishis estimatel to be arourd 16 kg per
annum.Thoughthis is generallyegardedas low, it is higherthanthefigures for Indiaand Bangladesh.

The NationalFisheries DevelopmeRrogrammel999-2004tates that abouit50 000peoplearedirectly
engagedn fishery including aquaculturewith anotherl00 000employedin related areas sudstrading,
processingboatbuilding, etc. In all it is estimatedhat700 000to 900 008ependonthe industry fortheir
livelihood.

Thetotal fish productionhasgraduallyincreasedrom 183 990metric tonneg{MT) in 1990to 260 100
MT in 1998.Thefollowing tableprovidesfish productionfiguresby sub-sector fronl991 to 1998.

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

Coastal Offshore & Total Aquaculture Total
DeepSea Marine

1991 15919 1508 17423 23839 198060
1992 163170 22000 185170 21000 206170
198 1699® 3300 2029® 180 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 1667® 6350 2302® 2990 260100

Table Il. The numbeof operatindishing crafts (1990-1998)

Non- Out-Board Engire En-board Engines Total
Mechanized Fishing
Traditiond Craft
Traditiond Fibreglass Day Multi-day

1990 = 14580 973 9758 - 2364 27675
1991 =« 151 1022 9952 - 24482 28608
1992 ~ 13381 1012 8709 - 2964 26066
1998 1128 1009 7754 1272 1204 22619
19 124@ 1016 8843 1272 1543 25136
19% 1468 1060 8564 1357 1630 27269
19% 1387 149 833% 1543 1710 26609
1997 1425 1771 8300 131 1764 27411
1998 15659 1845 6919 2494 1353 28261

~ Dayboat figuregepresentbotflayboatsandmulti-dayboats

2.04 Inthe past, thegovernment’ sthrust was to increase fish production by issuing more and more boats under

various incentive schemes. Result: arapid expansion of the fishing fleet — especially the coastal near

shorevessels- andtoomanyfishermencompetingfor fast-decliningesourcesTheincreasingmbalance
betweencatchand effort hasbeenobserved andeported througlseveralstudies.Despitethe resource

depletionand drop in fish productivity, the demandfor fish hasbeenincreasing withthe population.
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2.05

2.06

2.07

Moreover, all over the worldpeopleare nowmovingaway from meat antbwarddfish. Fishbeingthe
mostpopularandcommonlyused animal protein inthe dietthepeopleof SriLanka, theMFARD hasa
major role to the inthe food securiy as well as nutrition. However the civil unresin theNorth and East
Provinceshasledto asubstantialdeclinen fish supplies All these factors haviacreasethedemandor
fish. Butthisdemam shout nat be met by damagim the resoure base.

As per theSix-Year DevelopmerProgrammeof the MFARD, the Maximum Annual Sustainablérield
(MSY) for coastal resources has been estimated to be 250,0® MT, mackup of 170,0® MT of pelagics
and80,000MT of demersalslt appearshattheannualestimatedatch inthe coastal area isemcesof
the Maximum SustainabMeld (MSY). Presently fishingin the Northandthe Eastis restrictedbecause
of theprevailing civil unrest.Moreover,theabsenceof reliable statisticon fish catchesn generaland
North andEastProvincesn particular,creates doubtaboutstatistics.

Despitethese doubts, basetproxyindicators therds astronggenerabelief amongfficials of DFARD
that coastalresourcesre reachingpvels of over-exploitation whereasff-shoreanddeep-seaesources
areunder-exploited The total bio-massis estimatedaround400,000MT. The potentialexploitabldimit
ofdeep-seeesources igstimateciroundd0,000MT. In 1997 thereportedish productiorfrom deepsea
is around 57,000T, which is below theMSY

Thesestatisticsindicatethatthe coastatesourcefiave been apparenthyer-exploited whereahe off-
shore/deep-seeesources can bexploitedfurther, subjecto the validity of data. Thesestatistics have
indicatedhe needfom shiftin focus fronproductionto resource management.

With the changein the govenunent'shrusttowardsresource managemefawell-designednformation
base fomonitoringandmanagementiasbecomerecessaryThemain area®fthe policy thrustasper the
currentSix-Year DevelopmenProgrammeare thefollowing.

. Developmenbf a national programme foexploitationof fisheriesand aquatiaesourceson a
sustainable basis.

. Improvemenbf fishing operationghroughtheintroductionof modern vesselandequipmenand
provisionof infrastructuresuchasharbours,anchoragesshore-basedervices feeder roadsetc.

. Trainingto upgrade thekills of fishermen, vessaperators and managers.

. Introductionof appropriateéechnologyto modernizethe indusiry andto improvethe role of the
sectorinthe nationakconomy.

. Developmenbf aquacultureandinland fisheriesas ameansof increasingdomesticproduction,
employmentandnutrition.

. Preventiofunauthorisedxploitationofresource#n Sri Lanka'sExclusiveEconomic ZondEEZ)
. Diversification of exportswith emphasi®n valueaddition.
. Fiscaland otheincentivesfor offshoreanddeepseafishingandaquaculture.

. Implementationof appropriateschemego providewelfarefacilities to fishing communitiesand
protect them from natural and othemrvironmentahazards.

Areviewofdata fronpastesourcesurveydndicates excessivisshingpressuréeadingio over-exploitation
of resources imear-shorareas.Due to unrestrictecexpansiorof the fishing fleet andopenaccesgo
resourcescoupledwith unregulatedishing methodsandpracticesover aperiod of time, heavy over-
exploitationof resourcedeyondthe MSY isfeared. The worst-casescenariois that someimportant
biological speciedave beerliminated.To saveresourcefrom furtherdamagethe GOSL hashiftedits
focusfrom productionorientationtowardsresource management.

In this direction,the GOSL hagnactedhe new Fisheriesand AquaticResource#\ct No. 2 of 1996,
which laysemphasi®n regulationof fisheriesoperationghrougha systemof licensing.Underthis Act,



2.08

2.09

2.10

2.11

2.12

regulationshavebeergazettedo bancertairfishingoperationsvhichareconsideretharmfulor destructive.
A systemof licensinghasbeenintroducedto regulatesuchfishing operations Moreover,the GOSL has
alsotakenrstepsto promotethe offshore/deep-sefisheryandhasrevivedinlandfisheriesandaquaculture
by reintroducingstatepatronageWith the shift of emphasigrom coastatowardsdeep-sedishing, fish
productionfrom deep-seavatersis reportedto havegoneup from 4,300MT in 1987to 621,000M T in
1997 ,accountingor about25%ofthetotal fishlandings.However, onehasto bearin mindthatcurrently
mostmulti-dayboatsoperatein internationalvatersbeyondourEEZ,andsomeevenmasfar astheArabian
Seaandthe RedSea.

Therecent'Off-Shore LargePelagid-ishResourcesurvey”’conducteduinderthe ADB- assistedrisheries
SectoDevelopmenProject(FSDP)hasestablishethattherearegoodprospectfortunaong-linefishery

in deep-seareas.However,the team’s discussionswith thefishing communityand othersinvolvedin

operatingmulti-dayboatsindicatethatthe conceptoftunalong-linetechnologyas pilot-testedunderthe
ADB-fundedFSDPmustbefurthertestedn orderto marketheconcepsuccessfullyWith thetermination
of the surveyprogrammeand withdrawal of assistancérom the project, it has beenreportedhat the
privately ownedboatsengagedn this pilot studyhavemovedout of this methodbecausef low returns
andhighoperationalkcost. Theteamis oftheview thatthe abovesurveywasin the natureof apilot study;

giventheabsencef sufficientdataandinformationto provethe cost-effectivenes®fthismethod,andthe
lack of properdemonstrationawareness-buildingndcommunityparticipation,thetechnologyhas not

beenaccepted.

To ensurethe long-termsustainabilityof fishery resourcesandsupply of the country’sanimalprotein
needsaswell asovercomehepressingproblemsncounteretly thefishingcommunity,it is necessario

developaneffectivemanagemerdandmonitoringsystenwith communityparticipation. Theseobjectives
canbeachievedhroughintenseawarenessindcapacity-buildingorogrammesvhich convincepeopleat
thegrass-rootsevel aboutthe benefitsof managementontrols.The communityshouldbe educatedand
persuadedbouthe importanceofintegratedisheriesmanagemergrogrammesThe awarenesmustbe
convertednto strongpublic opinion,whichwill resulin behaviourathangesmongduyers.Forexample,
if housewivescontinuebuying undersized,immaturefish or rare species producerswill continueto

indiscriminatelycatchthem. Hence,awarenesprogrammeshouldcovemot only the fishing community
but alsocoverintermediarieandthefinal clientele,theconsumerTo ensurdéheircommittedparticipation,
all ofthemmustbe madepartiesothe concepbf community-basethanagement his will bring abouta
sensefcommitmentpwnershipandpridein theideaandactiveparticipationin resourcenanagement.

Presentlythe communityregardsall mattersrelatedo fisheriesmanagemerastheresponsibilityofthe

governmentand the Departmentof Fisheries.The community doesn’t seemto believethatit hasany
responsibilityon this score.Its concerrseemgo beto catchas muchfish aspossible usingany possible
method. Rulesandregulationsexist, but enforcements anothematter. The implementatiormachinery,
consistingof officials from the Departmenbf Fisheriesandfield officers, hasnot beenfully effectiveto

build adequategrassroots-levedupport. The communityrarely supportsrules and regulationswhichit

regardsas anattempto governandregulateits meansof livelihood.

The communitymembersnterviewedelt thattheirparticipationin fisheriesmanagementvasnotsought
andthatthereis hardlyanyexchangefideasor opinons Theybelievedhatifthey areintegratednto the
systemin ameaningfumannerndwith responsibility theywill whole-heartedlysupporiandparticipate
inmanagemergffort. It is onlythroughproperandwell-coordinategnanagemergracticeshatonecould
ensurethe future productivityas well as thebio-diversity ofthe marineenvironmentthus securingthe
livelihood ofthousandsoffishermerand othersin theindustry.

Unlessthe fishing communities,beingimportant stakeholdersare incorporatedinto the systemin a
meaningfulmannerand with responsibilityand authority, it is unlikely that anyfisheries management
systenwill beeffective.



3.0 ORGANIZATIONAL ARRANGEMENTS OF THE MFARD AND
ASSOCIATED AGENCIES

3.01 The MFARD primarilyplaysapolicy-makingrole; DFARD is the keyimplementatiorandenforcement
arm. In addition, a number of other departments and agencies assist MFARD in discharging its
responsibilities The organizationachat explairs the institutiond linkages (Annexue 3).

A. Ministry ofFisheriesand Aquatic ResourcesDevelopment

3.02 TheMission of MFARD is “Promotionandfacilitation of sustainable utilizatioof fisheriesand aquatic
resources for the benefit of the people.”

The objectivesof the Ministryare:

. increasinghe nutritionalstatusandfood securityof thepeoplethrough increased fissupply
. managingaguaticresourcesn asustainable manner

. minimizing post-harvedbpsses

. increasingemploymentopportunitiesn fisheriesand relate¢hdustries

. uplifting thesocio-economic statusfthefishingcommunity

. increasingforeignexchangearningghroughexport of fish andfisheryproducts and

. managingandconservinghe coastalenvironmenthroughregulationand control of development
activitieswithin the coastatone

3.03 The key activities of the Ministryincludepreparingthe nationalfisheries policy, developing investment
plans,facilitating the developmenbf aquaculture co-ordinatingexport promotioractivities, managing
producesubsidyandwelfareservicegothefishingcommunity trainingstakeholderinthesector,organising
surveillanceofthe EEZ of Sri Lanka andhir/ searescue operations.

B. Department of Fisheriesand Aquatic ResourceDevelopment

3.04 The DFARD isthelargestamong thevarious departmentsof MFARD. It is responsiblefor theadministration,
developmenthanagement, quality controggulationandnonitoringofthefisheriessector.The department
provides technical antéchnologicalservicesandwelfare supportto the community. It patronisesand
supportsawell-establishedo-operativesystemwith over800 fisheriescooperativespreadall overthe
island. Subsidiego thefishingcommunityare handledby thisdepartmenthroughfield offices. Thereare
15 DFEOQOdivisions, eachof which is headedby a District FisheriesExtensionOfficer (DFEO). The
Departmenis responsibldor theregistratiorof fishingcrafts,issueoflicensesand permitsmonitoringof
fishing practices settlemeniof fishing disputesetc. The DFARD is alsoresponsiblefor enforcemenof
varousregulations includinghoseunderthe Fisheriesand AquatidResourceg\ct of 1996, togethemwith
subsequeramendmentso the act.

3.06 Attached to the eacth DFEO office is a District Fisheries Inspecto (DFI) with anumbe of Fisheries
Inspectors (FI), whose main responsibility isto coordinate activities at the community level. Registration
andlicensingof fishing boatsas well as datacollection andinformationdisseminatiorare donethrough
thesdfield staff. Presentlyheyhardly undertakeanysystematicextensiorwork.

3.06 DFARD is organized into five divisions: finance, administration, management, industry and quality
assuranceThe finance divisions headedoy anaccountantall otherdivisionsare headedoy Deputy
Directors.

3.07 The managementlivision is responsiblefor all support servicesanddirectionto the fishing industry.
Organisatiomfthefishing community into co-operativesaisingawarenesgromotingeducation,'capacity
building and upgradingof the fishermen’sco-operativesnto fisheriesbanks_ theseare some of the
responsibilitiesofthe co-operativelevelopmeniving ofthis division.



3.08 The Fish Quality Assurance/ Control Division was set up recently. It is responsible for the quality of
exportal products Inspectia and certification of processig establishmerstand enforcemenof Hazard
Anaysisand Critical Control Point (HACCP) practices as ameans of quality assurance are some of the
responsibilities of thisdivision. Issueof export licenses for fish and fishery productsisanother responsibility.

C. Departmentof Coast Conservation (CCD)

3.09 CCD isthe agency mandated to exercise overall responsibility for activities withinthe coastal zone of Sri
Lanka. Itsmainfunctionsare: (i) Survey ofthe coastal zone and preparation of aCoastal ZoneManagement
Plan(ii) Regulationandcontrol of developmenrdctivitieswithin the coastal zon@i) Conservatiorofthe
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) establishmentgonstructionand maintenancef fishery harbours and
anchoragesandprovision/operatiofshorefacilities. (i) Managemenbffisheryharbours andnchorages
(i) Repair andnaintenancéacilities for fishing crafts(iv) Establishment maintenanemdmanagement
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 ismainly 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 Thiswas startedastheSri Lanka Fisheries Training Centre (SLFTC) for thepurposeof training fishermen.
It offers courses in navigation, seamanship, etc. NIFT isto be upgraded to the status of an Institute of
Fisheries and Nautical Engineering.

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

3.13 Thisistheresearchwing of MFARD. It organises avariety of research activities on fisheries, and living
and non-living agquatic resourcesin general. The research aso covers the socio-economics of the fishing
industry, post- harvest fisheries, conservation of aquatic resources ininland 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; (i) National Hydrographic Office (iii)
Environmental Studies Division (iv) MarineBiological Resources Division; (v) Inland Fisheries Resource
andAquatic Division (vi) Fishing Technology Division (vii) Institute of Post-Harvest Technology.

H. National Aquatic Resoure Developmert Authorit y (NAQDA)

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

|. Cey-Na Foundation Ltd . (Cey-Nor)

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

J. M& E Arrangementsat MFARD

3.16 TheSecretary, MFARD, isthe Chief Executive Officer (CEO) responsible for the overall management of
the Ministry. The monitoring and evaluation of development activities and other work programmes are



3.17

underthe purviewofthe PlanningandMonitoring Division ofthe MFARD. This Divisionis headedy a
Director with two DeputyDirectors three Assistant Directors andthirteen othiaiff. It alsomonitorsthe
activities of agencieshatcome undethe purview ofthe MFARD.

The SecretaiyMFARD, chairs themonthlyprogresseview meetingsvith the headsofthe departments
andagenciesunder thepurview of the Ministry. Thesemeetingsare coordinatedhy the Planningand
Monitoring Division. Presently physical andinancial progresseportsconsolidatedy the Planningand
Monitoring Divisionareusedasabasisfor M&E discussionsThefinancialandphysical progreseeporting
systematpreseniseemdo sufferfrom severaldeficienciesFor example,physicalprogressis basedon
subjectivgudgement rathaéhanon anobjectiveapproachHencethereliability, accuracy anthoroughness
ofinformationbehindthe physical progreseeportingis questionableThe MFARD usesthdormatprovided
by the MPI & PA to reporton the quarterlyfinancialand physicaprogress.The teamnotedthat the
presentM&E systentails to monitorrecurrergxpenditure. Moreover, undére existingsystem,neither
the beneficiaryresponses nor thienpactsof development interventionare monitoredor assessedn a
regular basis.

K. M&E arrangements at DFARD

3.18

3.19

Themain activitiesofthe DepartmernbfFisheries includservicego thefishingcommunity,coordination
of fisheriesco-operative societies, formulatiandimplementationof regulationsfor the benefit of the

industry, registrationof fishing crafts, issuanceof permits,implementationof the fisheries pensionand

social securityschemesandtraining programmedor fisheriesofficers.

The monitoring andprogressreview activitiesof the DFARD comeunder the purviewof the Deputy
Director,FisheriedManagementywho isassistedy anAssistant Director with District Fisheri&ktension
Officers atthefield level. At the monitoring and progress reviemeetings,moreemphasigs laid on
addressin@dministrative matterthanon systematic monitoringnd evaluation As aresult, programme
benefitsandresultsandthe sustainabilityf interventionsare nottracked. Furtherlittle effort is made to
collectinformationon beneficiary responsemdon theimpactsof the Department’s activities.



4.0 MONITORING AND EVALUATION SYSTEM

A. Existing M & E System

401

4.02

4.03

4.04

4.05

4.06

4.07

TheGovernmendf Sri Lankaisincreasinglypeingpressuretbuse the availablesourcemoreefficiently
andwiselyin view ofthe decliningresourcébase.Concernshavealso beenraisedoy civil societywith
regardto the returnsandimpactson public investments.n this context, public sectoreformsarebeing
implementedo makeall governmentagenciesnoreefficientandaccountable. Tilhow, thepracticehas
beero fundtheprogrammes®fgovernmenagenciesonthebasisofprojectecbutputswith little emphasis
on outcomes.There haseenno propermechanisnto systematicallygaugeoutcomesThis situation
appliesto MFARD aswell. The M&E systemin the MFARD andits agencies shoultherefore bere-
orientedtowardsaresult-orientegerformancenanagement.

The MFARD has proposei developa comprehensivenanagemeninformation systenfMIS) thatwill
stressdatacollection on the performanceof eachproject or activity, and generationof management
informationon aregular basis sthatthe officers concernedvith implementatiorcaneffectively monitor
progressor performance.To movetoward suchasystem,the MFARD hasestablished Planning and
Monitoring Division. Underthe UNDP- fundedproject, assistancéasbeenprovidedto strengtherhe
statistical uniofthe Planning& Monitoring Division. Field-levelinformationneededo establishadata
basehasalsobeencollectedwider this programme.

At present,for thepurposeof monitoring,the MFARD prepareanAnnual Implementation Programme
(AIP) coveringvariousagenciesprojectsanddepartmentsnderits purview. The AIP providesadetailed
breakdownofthe activities andthe financialandphysicaltargetsandtime frames (montand quarter).
Physicaland financial achievementsire recorden amonthly basisto ascertairperformanceagainst
targets set in thé\lP. This processenablesthe managemento identify shortfallsand setbacksn
implementationandthereasonssothat corrective measuresanbe undertaken.

TheMonitoring and ProgressReview inal Ministries including MFARD takesplace at national, institutional,
project anddistrictlevels. Atthedistrictlevel,theDistrict Fisheries Extensio®fficer (DFEO)is responsible
for monitoringthe progressf activities underhis purview. The DFEO holds progresseviewmeetings
with his field staff. At the districtlevel, the District Secretaryoo reviewsthe progressfvarioussectors
includingfisheriesattheDistrict CoordinationCommittee meetingvhichis heldeveryquarter.

Attheinstitutional level, review meetings areheldevery month and chaired by theheads ofthe departments/
institutionsconcernedThe Director, DFARD,conductsmonthly reviewmeetingwith DFEOs andother
concerned officials.

However thereareno distinct M&E units atthe institutional level. At the MFARD, the Planning and
Monitoring Divisionis responsibldortheoverallM&E functions.At theMinistry level, quarterlyprogress
reviewmeetingsareheldunder thechairmanshipftheHon. Minister. The SecretarypfMFARD oversees
andreviews performanceon a regularbasis. Theséorumsareresponsiblgor monitoringand guiding
progressDecisionsandcorrectivemeasurearetakenattheseforumson thebasisoftheprogresseviews.

Therelis atwo-tieredprogresgeviewmechanismatthenational level: the Officials CommitteeMeeting
(OCM) andthe Ministerid Committee (MCM) whichis coordinateland facilitated by the MPI & PA. The
OCM is held on a quarterly basis; itis chaired by the Secretary, MPI, and comprises the Secretary and
seniorofficials ofthe relevantMinistry, representativesfthe DepartmeniofNational PlanningNPD),
theDepartmentof External ResourceERD), theMinistry of Financeandthe Presidential Secretariat.
TheMCM isthehighesteveltrouble-shootinforumwithin thegovernmenandis chairedoy HerExcellency
thePresidentlt comprisegheMinisters, DeputyMinisters, Secretaries arSeniorMinistry andthe MPI

& PAtogetherwitithe Presidential Secretariatjinistry of FinanceERD andNPD. Progresss reviewed
on a quarterly basispolicy- level issuesare discusse@nd directivesgivento facilitatethe smooth
implementationofprogrammes.

At all levels,the ProgressReview Mechanism lays emphagia financial and physicalprogress rather
thanon benefits, effectand impacts A properlydesignedM&E system shouldocusnotonly oninput-
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4.09

output monitoring, but also on outcomes such as benefits, effects and impacts. Current thinking on the
management of devel opment emphasisesaresult-basedM & E system withactivecommunity participation.
The MFARD is consequently taking stepsto re-orient itspresent M & E system

Under existing arrangements, field-level data is collected by Fisheries inspectors (Fis) attached to the

respectivd®FEQ offices. At presenttherearel5 DEFOdivisionsisland-wide As peravailablenformation,
one Fisheries Inspector hasto cover up toamaximumof five fish landing sites inhis area. Datarelating to
afew selected majorvarietiesof fish and fishing crafts are collected by an FI. NARA too collects sample
biologicd da@arelatingto afew selectd specis at afewlanding centres Besidesunde theADB-funded

FSDP,NARA obtainscatch-relatedatafrom some200multi-dayboats foiwhich Log Bookshave been
issued.

HavingreviewedheexistingM &E Systemofthe MFARD andits agenciestheteannotedthefollowing
shortcomings and deficiencies whichneedto be attended to.

(@ Someoftheimportantdecisionson resourcananagemendre base@n resource survegtatistics
whichwereundertakera coupleofdecadesgo. These surveywerenotfollowedup with reliable
statisticaldatacollection; hencethe MSY ofexploitable resourcesiaynotbe areflectionof the
currentsituation. Concernsave beemaisedby thebeneficiariesabouthe validity ofstatisticson
bio-mass,aspolicy decisiondasedn thesedataseriouslyaffecttheirlivelihood. Fdrexamplethe
maximumannuakustainablgield from thecoastalwatershasbeen estimatedt 250,000MT
madeup of 170,000 MT of pelagic species and 80,000 MT of demersals. During theteam’ sfield
visits andthe discussiorwith the beneficiaries asvell asMFARD officials, concernswereraised
abouthereliability ofthisdata.lt is pointedoutthatno coastafresourcesurvey$ave beeandertaken
aftertheFridtjofNansensurveysof 1978and 1979.

(b) Various donor-assisted projects have triedto establish an MIS to cater to the needs of fisheries
managemeniTheLog Book system introducetd collectcatchandeffortdatafrom multi-dayboats
underthe ADB-fundedFSDP,is acasen point. Althoughthis programmecouldgenerate valuable

information,its sustainabiitgannobe assuretdeyondtheprojectperiod.

(c) Fromdiscussionseldbytheteamin thefield aswell aswith officials, it appearshattheexisting
information-gatheringystemdoesnot supportthe generationof reliableand authenticdatafor
propemanagemerdecisions.Thefishing communitytheownersofmulti-dayboats,aswell aghe
harboumanageinterviewed,reportedhatthedatacollectors. the Fisaswell asrepresentatives
fromNARA _ arevery oftennotseenatthefish landingcentresorharboursvhenactivitiesareat
theirpeak.The FIs contendhattheydo visit the field occasionallyandthattheinformationthey
provideare basedntheirassessmerindknowledge.TheFls also saidheyareoverburdenedith
othemwork, mostofwhichis assignean an ad-hobasis;hence, thegreunablao devoteheirfull
attention totheir regularwork. About Log Books, someofthe multi-day boat owners as well as the
harbour manager interviewed said that compliance islow; theinformation provided inthe logbook
is notreliableand accuratesthe information requestets too detailedand sometimesot relevant
orimportant. (We observed thatthereisno sound mechanismto conduct validation and verification
checksonthe datathatis collectedatthefield level.)

On communiy involvemert — itisnecessarto educae the communiy sufficiently, makeit aware
ofthe needfor authenticinformation, andcreatea senseof ownershigowardsparticipationin
resourcenanagemernd ensuresuccess.

(d)  Atpresentthecommunityis hardlyinvolvedin datacollectionandinformation disseminationThe
processs top-downrather thanbottom-up. In fisheries management based community

participation, thereistwo-way infonnation flow ~ from thecommunity tothe authorities andvice
versa. Such atwo-way process will enable theactive participation ofthe community in al processes

— policy formulation,monitoringand implementatiothroughacollaborativeandconsensus-based
approachMFARD would thenbeableto establisha closerrapportwith the stakeholderanddeal
withthe socio- economicand environmental needs ofthe sub-sector in abalanced way.
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An example: though the government feels that coastal resources are over- exploited, most coasta
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 alot of time. Thisinformation is processed at the statistical unit of the MFARD with the
assistance of stand-alone computers. Thereis no linkage between different agencies/departmentsto
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 awhole, 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 operationdly 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
serioudly, 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
aswell.

(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) Datais 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, aresource 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.

(i) 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
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necessarip makeharboursost/profitcentresandestablistprofit performanceriteriawith budgeted
targets toenablethe harbours toperateasprofit centresit appears that harbouranagersirenot
awareaboutwhethertheunits undertheir purview providesufficientreturnsatany giventime, as
theaccountsare maintainedtthe headfficeandthemanagertacktimely accesso these accounts.
Moreover,harbourmanagersatpresentlo not collect any datarelatingto landings,sales,type and
weightof fish, quality, production andssueofice. Thereis no propersystemin place to monitothe
movementof fishing vesselsn and outof theharbour.

(k) At presentthereis no propermechanismto monitor thequality of fish andfishery products,so
importantforexports. Fishery harbouvsll haveto belesigned wittproper fistunloading handling
andmarketingareas anaith necessaryinfrastructufacilitiesin conformitywith healthandhygiene
standards as laidownin the EUregulationsandthe recentlyactivated Fish Produc{&xports)
regulations As per therequirementof HazardAnalysis Critical ControlPoint (HACCP), proper
hygienicstandards ankandling methods shoulk appliedfrom the pointof capture,handlingand
storageon board until the poindf process anéxport. Theseaspectshouldbe closelymonitored
andrecorded.

As per EUregulationsthe Directorof Fisheriess the authorityesponsibldorthe quality assurance
ofexport productsA unithas beeprstablishedinderhimto overse¢he quality aspectsfall export
products. It will thereforebe necessary taesignapropersystemof monitoringandcontrol over
such aspects tenablepropercertification of export products.All requirementsstipulatedin EU
regulationsshouldbemet, andall thefacilities enjoinedshouldbe providedin fishing boatsatall
harbours,anchoragesand major fishlanding centres.Theseshouldbe operated anchaintained
properlyin the best sanitamgonditions.It hasbeenreportedhatmostoftheauctioncentres established
undervariousprojects anghrogrammesre nobeingfully utilised by thefishermen.It is therefore
necessaryo monitorwhetherthefacilities providedto improvefish quality arebeingfully utilised.
Itis not enoughto introducenewmethodsandpractices;amonitoringsystenon the adaptation or
usageofthesemethodso assess theielevanceandbenefitsis essentiahs well.

(1)  As regardsthe biological and otheresourceinformation generately NARA and DFARD, the
following weaknesseserenoted.

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

(i)  Becauseofthe constrainmentionechbove,only afew selectsitesarevisited — and thatoo
atrandom.

(i)  Only afewselectedspeciesof fish arestudiedfor the purpos®fassessing theiomass.This
limited samplingmay not besufficiently representativeo arriveat anyreliableprojections.

(iv)  The fishingcommunityis hardly involvedin this exerciselt seemgo be unaware aboutwhy
someofficials cometo the beacton and off and takemeasurementsf fish. Community
awarenesss absentso isits participation in dat&ollection,whethertheexercises conducted
by Fls or by NARA.

(m) ThepresenM&E systeminthe MFARD focuses mainlyn input-output monitoringwith verylittle
emphasi®nbenefits effectsandimpacts. Mostgovernmentagencieprepardinancialandphysical
progressreporton thedisbursemenfallotted funds,to satisfythe requirement®fthe Ministry of
Financeand Ministryof Planimplementation.Financial monitoringnay indicate the payments
madebut not necessarilythe work done. Under inflationary conditions financial progress reports
fail to give the correct picturefthe workdone. Moreover, delayedpaymentscan alsounderstate
theprogress Onthe othehand,advancegpaymentgsan overstaterogressinlessproperlyidentified.
Hencefinancialprogress reportings not sufficientto monitorthe progressof aprojector anactivity.
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The “physical progress reportirgystem” of MFARD is inadequate too. It providesrbitrary
percentagdiguresbasedon subjective assessmeriig the projecimanagementThere areno set
milestonesor criteriato assegshysicalprogress Suchprogressreports are not reliabiadicators
of project progress grerformance. Targetsnd criteriashouldbe establishedigonsultatiorwith

thetechnicalstaffoftherelevantiuthority toensurehatthe physical progress reports areaningful
andobjective.

Underthe present M & Esystem,there isno mechanismo monitorbenefitswhile the projecis
beingimplemented.Takeas an examplethe FisheriesSectorDevelopment ProjectTherewas no
continuousor systematic monitoringoncerningbenefitsandbeneficiariesin respecof harbours
too, itis necessary to kedpackof the numbepofboats, thencreasein the number of trips, the
incrementafish catch,increaseofincome,etc. tojustify the projecintervention.

The existing M & E systemfails to establistacultureofresult_orientedaccountability. Duritbe
interim evaluationof the micro-credit componendf the FSDP, the ProjectManagemenseemed
moreconcernedvith disbursemerdfmicro-credithanits effectivenessn termsofcoastafishermen
withdrawingfrom fishing activities. Eventoday, the projectdoesnot have information abotte
numberoffishermarwho have quit coastdishing. In sum,theexistingM & E system is nogeared
to stimulateresults.This drawback is not uniqueto FSDPaxento fisheries.Ithasbeemoticedby
MPI1 while evaluating projects imnumberof sectors.

There ishn0 mechanisnto obtainfeedbackrom beneficiaries whileaproject is beingmplemented.
As aresult,aproject cannot bmodifiedintime, if suchmodificationis necessaryp ensurghatthe
target groupbenefits. While conductinghe interim evaluationof the FSDP, the evaluation team
noticedthatin somefisheryharbours thelepthof the basin in fronbfthe newly constructed quay
walls was insufficient; as a result, large boatswere unableto reach the quay wall and gtte
requiredservice.ltis necessary tmvolve thebeneficiariefromthe stagefprojectidentificationto
completionand beyond.

The MFARD and its agencieglo not haveproject-specificperformance indicatoit® monitor the
performance/progre®f various projecs and programmesAs aresult thereis no early warning
signal aboutpotentialproblems ordeviationsto facilitate timely correctiveaction. However,the
higherdevel officersofthe MFARD and itsagenciehaverealised¢heneedo developanindicator-
based M&Esystento track progressWhenthe teamwas conductingaLogframe Workshogor
seniorofficials of theMFARD, the SecretargfMFARD talkedabout the importancefevolvinga
Logframe matrix with performance indicatorfor the Six-YearPlan. This clearlyindicatesthe
concernandcommitmentof policy-makersatthe highestevel to movetowards a result-based
performancenanagemergystem.

To succeedn this, it is importanthatwe reach outo all the stakeholders includindhoseatthe
grassrootdevel, seek theiideasand perceptionsabout theproblems,and abouthe management
measuretheyseeaspossiblesolutions. Stakeholdeparticipationwill result inacollaborativeand
consensusarientednanagemerglan. ImplementatiomfaParticipatory andntegratedPIP) policy
planwill be in the handefthe concerned governmemigenciesthe headsof departmentn the
Departmentof Fisheries and the DFE@tfield level. The PIP processencourages changein
emphasigowardsgreatercoordinationand integration, and brings stakeholdersnto the policy
process irmmoremeaningfulway.

The absencef sustainabilitymonitoringis anotheweaknesi theexistingM & E system.Oncea
project establishesertainfacilities, operatiorand maintenancgO&M) shouldbe continuously
monitoredto ensure results through- out teeonomidife of the investments.For example the
Gabiantypequaywallsintroduced in harbourswere considered cheap. Butitisnecessary to find out
whethesuch structures asaistainabl@nddurable. Thecommunityhalls andbtherfacilities which
areto bemaintainedby fisheriesco-operativeocietiesarenot properlynonitored.Another example
relatego severahssets antacilities (suchasfuel stationsandiceplants)n harbour@ndaquaculture
centres that were leased out to the private sector. The private sector was expectedto sustain these
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facilities. But anevaluationteamobservedhat theaquaculturecentresleasedout to theprivate
sectorwere divertedto ornamentafishing. On theother handhe ice plants anduel stationsof
fishery harbourswere convertedo some other profit-oriented activities. All this highlights the
absencef sustainability momtonng dacilities established.

(s) Apropemonitoringsystento assess arithckthe performancefvariousagenciess lacking. For
example theCeylonFisheriedHarbourgCorporationshould monitotheperformancefall harbours
asincome-generatingentres For thispurposeyardsticks suchsabudgetedncomeandexpenditure
statemenbr aprofit andloss account shouldeutilised. Itis necessary tidentify and workout
profits andlosseson anactivity basis, sothananagementwill beableto quantify theoperational
surplus odeficitfor eachseparatectivity; suchasiceplants, fuel station,watersupply workshops,
etc. Institutional performancshouldbe closely monitoredas part of an M&Esystemso that the
managemengets theequiredinformationto assesgerformance.

There idardly any self-driven evaluatiomn the existingsystem. Theonly evaluatiorstudiesarethose
insistedon by donors.Generally theimportanceof evaluatioris notrecognisedy seniomanagersgnost
ofwhomareadministratorsvith very little backgroundn planning.Althoughafewpost-evaluatiostudies
in the pastheld out lessondor future projects,a post-evaluatioexerciseis generallyviewedas apost
mortemand is not giventhe righecognitionor attention.Moreover,in the absencef systethaticollection
of data andaselineinformation, it is ratherdifficult to conductarealisticpost-evaluation.

Theteamobservedhatthe absencefself-drivenpost-evaluatiois due partly tonon-allocatioroffunds
for suchstudiesandpartly to thereluctanceof seniormanagergo conduct suchndependenstudies,
which are mostlyiewedas fault- findingexercisesHence theteamsuggestshataprojectshouldhavea
built-in componentfor post-evaluatiorstudies. No cost-benefit studywas done in the pastto assess
investmenimpact. To cite anexample massivanvestmentvassoughtfrom JapariortheKirinda Fishery
Harbour. However, the benefits derivedio not seemto match theénvestment. Inadequatglanningand
absencef detailedfeasibility studieshaveled to pooridentificationanddesign, resultingiltimately in
heavy investments.

Thesystenas is practised nowloesnotpermitgeneratiorofanyauthenticor reliableinformation.According
to fishermenandboat-ownersinterviewedby theteam,neitherDFARD’s fisheriesinspectorsand data

collectorsnor NARA staffnor themanager®ffisheryharboursvisitthe sceneof activity regularlywhen
fish is beingunloadedor sold at fishinglanding centersin theabsenceofpropersamplingmethods the

accuracy of such datesouldbe questionable.

Further,the dataeceivedirom thefield is notsubjectedo anyvalidationor verificationchecksThe data
processinglivisionor unit should receivéhis informationeverymonth;but inpracticehere isnvariably
adelay.This inturnleads toadelayin the evaluatiorandreleaseof statisticainfonnation. The end result
is thatmanagement informatiaanotavailableon acontinuour ongoingbasisto assistimely management
decisions.

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

(@  Fish production by specis from DFEO. (Only afew sele¢ majar varieties are covered One Fl
coversup to amaximumof five fishlanding sitesin an area)

(b) Distribution offishing crafts by DFEMivision (Datacollectedon major orselectedypesofboats,
and not all)

(c) Averagewholesaleretail fishpricesatthe St. John'sfish market andatleadingfishlanding centres
outsideColombo

(d)  Numberoflorries arrivingatSt. John’sMarket, Colombo, withfish

(e) Importandexportdatafrom theconcernedagencie®r departmentgthroughCustomgecords)
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Apartfromtheabove the statisticalofficeralsocollectsor receivesnformationfrom theotherdivisions of
MFARD andDFARD onareassuchas co-operativelevelopmentwelfare etc. He alsosharesnformation
with NARA. Besideghese,specialstudiesandsurveysareundertakeras andwhenrequired.Eventhough
the statisticalunit is computerizedandsomeof the DFEO officestoo are providedwith computers,no
properuseis madeof computersatthedistrictlevelin regardto datastorageandtransmission.

B. Moving Beyondthe Traditional M&E System

4.15

4.16

4.17

4.18

4.19

4.20

Policy-makersandhigh-level officers haverecognisedhe needto move beyondthetraditional financial
andphysicalProgres®eporting SystemandtowardsacomprehensivlS thatwould supportdecision
making. MFARD oughtto define andspecifyclearmonitorableindicatorssuchas:

A Fishproductionandquality indicators
Yields from marinefisheriesandaquaculture
Farmgateprice of fish andincome of fishermen
Type of boatsandtheir numbers
Numberof reportedishing practices
Quantity andvalueof import of fishproducts
Exportof fisheriesproducts
Coverageof extensiorservices

B. Fishing population
Active fishermen
Numberof active fisheriesco-operativesocieties
Numberof membersontributingto pensionschemes/lifénsurance

C.  Socio- economicstatus
Employment
Living conditions
Socio- economicstatusof fishing community
Loansandsubsidiedisbursedo thefishingcommunity
Percapitafish consumption

Benefits, effectsandimpactsareimportantelementof result-basedhonitoring. For example,as regards
governmentunds spenbn training,informationshouldbeavailableabouthowmanyarefrom thefisheries
industry. Informationsuchasincrementafishproduction numberofboatsintroducednumberofpersonnel
trainedin fishing, numbeiofco-operativesehabilitatedquantityoffish exportedandtheprices ofexports,
catchrate pervesselcatchperunit effort, fishingmethod,size of boats,import of fish, their prices and
source etcshouldoemadeavailable.Further, from aresourcemanagemenerspectivet isalsonecessary
to collectupdatednformationon destructiorof mangrovescoralmining, quality of coastalwaters,etcto
ensuraesponsibleresourcenanagement.

On aquaculturejit is necessaryo monitorinland fish productionandbrackishwater fish production.
Indicatorsconcerningspecificationsof waterbodies,waterlevels at various seasonsandsalinity and
waterquality needo bespecifiedto ensurebettermanagement.

As regardsbrackishwatefrfish production,informationon the numberandsize of shrimp farms, their
averagestockingdensity,survivalrate,harvestfarmgateprice,local andexportprices, numbeiofapproved
andunapprovedarms,etc. shouldbe madeavailable.

An updatednformationsystemis aprerequisitefor managemenof the fishingindustry. It was reported
thatunderthe presensystenthereis no standardor classificationoftanksor reservoirsTheintroduction
of smallfingerlingsinto largereservoirs/otanksmaymearhigh mortality andpoorharvestsinformation
ontank classificationandprofile is necessarjor maximumreturnsfrom investmentson fingerlingsinput.

The monitoring systemof the departmentneedsto be re-organisec&ndre- orientedto servethe new
objectsye. of fisheriesresourcemanagemenihe Departmentis entrustedwith the responsibility of
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implementingthe new FisheriesAct. Hence, it is necessaryo monitor catch ratesindervarious fishing
practicesand ensure compliancef the Act andmonitor actionaccordingly. The statisticalunit of the

departmenshouldalso bestrengthenedndre-orientedo satisfythe department’siewmanagement focus.
Resource managemettasedindicatorssuch as catch per unit of effort (CPUE) shouldbe compiled.
Further, it is necessary to obtaiimformationon the resource profilesof waterbodiesto ensure better

monitoringandmanagement.

C. Result-Based M&E Systemfor DevelopmentProjectsand Programmes

421

4.22

4.23

4.24

4.25

4.26

4.27

The teamrecommendshat the MFARD should establish and institutionaliza result-basedProject
PerformanceManagemenSystem(PPMS) toovercomethe weaknesses mentioned aboweits M & E
system.PPMS is anexpandednonitoring andevaluationsystem coveringll stagesof a project, with a
view to ensureresults.This is widely recognizedas aresult- orientedmanagementool by donorsaswell
asrecipientcountries.Thissystemis the outcomeofexperiences durintheimplementatiorofdevelopment
projectsthe world over. TheteamsuggestshattheMFARD shouldintroducethis system,which uses the

logicalframeworkapproachas abasisfor anM&E system,with immediate effect (Annexure 4).

Underthe PPMS,clear monitorableperformanceandicatorsaresetas benchmarks. Theyoverall stages
ofthe project/programmatthe designstageoftheprojectitself. During eachphaseofthe project, success
will be determinedby comparingthe actual performanceagainstthe set benchmarkndicators. Project
implementersvill lay more emphasisn resultshanonfinancial disbursements physicalaccomplishments.
PPMSwill introduceobjectiveorientedthinkingamong projecinanagersandthewill bevigilant throughout

the projectcycle.

Indicatorsshouldbe selected carefullpndshouldbe specific time- boundandverifiable. Thereshouldbe
a careful reviewby theprojectpreparatiorteamincludingthetechnicalandplanningstaff, in identifying
key milestonesfor assessinguccessateachstage.

To operationalis¢his system,aproject-planningmatrixor logicalframeworkshouldbe developedat the
designstageofthe projectand suitablyamendedis andwhen necessary.he matrix shouldbe structured

asfollows.
Project Planning Matrix

Hierarchyof Objectives| Objectivelyerifiable | Meansof verification Key Assumptions
Indicators(OVI) (MOV)
Overal Goal
Purpose
Output
Input

Monitoring shouldalsocoverthebasicassumptiongssential forthe success ofthe project tuisidethe
controloftheproject managemerftor exampletheteamrmotedthat thesucces®fthe FSDRvas influenced
by the assumptiorof aphase-oubf the Governmensubsidyon coastalfisherieswithin ashortperiod.

Althoughthis was an important covenant in the loagreementtherewas no built -in systemo monitor
thecomplianceofthis covenantontinuously Hencethe teanfeelsthatthe projecshouldmonitoreventhe
assumptionghoughthey areutsidethe control ofthe projecimanagement.

The teamis of the view thatindicatorsatthe input stagehouldcover aspects such alsbursements,
procurements, establishmentthe projecbffice, imprestaccount, recruitmensf staff, contractors and

consultantsgtc. At the outputlevel, indicatorsshould identify tangiblgphysicalachievements.

At thelevel of purpose the indicatorsspecified shouldelate toimmediate objectivesAt the goallevel,
indicators spelled out should be able to gauge impact. The actual performancesshould bemeasured against
thebenchmark performandedicatorddentifiedin theprojectplanningmatrix. Successhouldbedetermined
at every stage of the project, from inceptionto completion and beyond.
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4.28 In brief, the PPMS has three majcglements.

a. Settingup of monitorable performandargets_ throughclear, measurabléndicatorsfor all stages

of the projectycle_ atthe project preparatioatage.

b. The performance monitoringndanalysisprocessunder whichthe projectmanagemenmnonitors
progressagainst seargets jdentifiesdeviationsor discrepanciesr shortfallsin projectperformance
againstargets, analysahe causesfor suchshortfalls anddentifiescorrective measures &nsure

effective projectimplementation.

C. The third elemenbf the PPMS is the continuing adaptationof the project design, basedon
recommendationghatemergefrom the monitoringand analysis proceds other wordsthislement
ensuresthat thaecision-makersiseinformationto adjust the projeg@arameteandimplementation

process, keeping mindthe project’sfinal intended impacts.

4.29 With the institutionalizationof the PPMS, the team feelsthat a culture for performancenanagement
would beestablishedlt is suggestethat as regardgroject performanceonitoring, the following format

be utilised.

Format 2

Project Performance Report

Executing Agencies = |loan CF | FA Total
 |Amount '
Approval Signing Financing Source Foreign Total

Effectivity Closing Bank
Co-financier
Borrower

Performance Targets
(Shouldbe monitorable)

I Longer Term Objectives / Impacts

Estimated
Dateof

1 Achievement

Current Status

I . End of Project Objectives / Effects

.........................................
e A S R

Estimated
Dateof
Achievement

Current Status

Estimated

| Dateof

Achievement

CurrentStatus

Estimated
Dateof
Achievement

Current Status
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4.30
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4.32

4.33

4.34

4.35

4.36

4.37

4.38

Theteamintroducedthe conceptof PPMS duringhe five LogframeWorkshops(Annexure. 5) meantfor
senior-levelofficers including Headsof Departmentmiddle level andfield level staff. The five Logframe
Workshopswere attendedy over 100 participantsrepresentingll the departments, institutiorendother
agenciesofthe MFARD. The conceptwas very well acceptedhy the Heads of Departmentsincluding
thosewho aredirectly involvedin the M&E. The teamexplainedhe conceptof LogframeandPPMSto
the staflanddemonstratedelectedapplicationsTheparticipantgookactivepartin developinghe Logframe,
with performance indicatoris selectedareas ointeresasaclassroonexercise As mostoftheparticipants
did not have anypreviousexposurd0 this conceptandapproach the outputunder someasestudiesdid
not comeup to expectationsHowever, theyunderstoodhe conceptduring the workshopsandrecognized
its usefulnesas amonitoringand managementool. The participants rated thevorkshopas educative,
very effectiveandsuccessful.

MFARD ‘s institutionshavean annualprogrammeofimplementationwith yardsticks to measuphysical
andfinancial progressBut theylackperformanceyardsticksto measurdong-termobjectives.This weakness
is not peculiarto MFARD, it is commornto mostpublic sectorinstitutions.The ParliamentaryCommittee
on Public Enterprise§COPE), repeatedhyhighlightedthe absencefthe Corporatdlanfor public sector
institutionsas aseriousweaknessvhich camen thewayofproper performancmeasuremenCOPEalso
notedthatthoseinstitutionsthatdo havecorporatelansdo not putthemto use;they existmerelyto satisfy

statutoryrequirements.

Every public sectorinstitutionshouldprepare a corporapdan, preferablyfor afive-yeareriod.It should
be rolled overannually toreflect currentpolicies andobjectives. Suchalong-termcorporate plarshould

clearlyspell out thevision, missiongoals objectives strategiesandtargets anactivities. Suchaplanwill
make convenienthe taskof gaugingthe performanceof theseinstitutionsand puttingthemin the right

track.The corporatglanning systemill alsoenableéheorganisationo analyse itstrengthsweaknesses,
opportunitiesand threats anahove forward towardsits own goals.

While preparingthe corporate plan, thabjectivesofthe public sector institutiorshouldbe madepecific,
measurable, achievablesalisticandtime-bound.Thiswill enabletheinstitutionitselfor outsideagencies

suchas COPE to assess and measerformancesn ameaningfulmanner.

Performanceyardsticksset up through this processill facilitate a meaningful performanceaudit or
evaluation.The conceptof value formoneywill be expandedand public institutionsvill be mademore
accountableéntermsof moneyspentandresults.

Discussionswith MFARD's officials revealedhatits presensystemofmonitoringandevaluationcaters
to the needsof “super structures’such as the External Resources Departmerthe NationalPlanning
Department,donors andhe Ministry of Plan Implementation.n other words, MFARD ‘s information
systemaregearedo meetthe needf super structures ratherthandsn requirementslt was alsonoted
thatthe super structure normalhgquiressummarizehysicalandfinancial information for theannual
monitoringatthenationallevel, rathetthaninformationsuchas benefits,effects,andimpactsto drive and
reformulate projects. Senior staff ofthe M & E unit of the Ministry and its agencies must be trained to

designandimplementM & E systems suitablto their ownneedsandlevel of hierarchy.

ExistingM & E systemsare pre-occupiedvith capital investment.Little attentionis paid tomonitoring
utilizationofinvesimentgandre-current expense$hemonitoringsystem shoul@¢overrecurrenexpenditure
_ thisis hardly doneatpresent.

Further,M & E systemsin a projector departmenare generally supportethy donorfunding while the
projectis on. The systemdisappearsafter the donorfunding ends.One should thereforethink of
institutionalizingthe M&E system_ it shouldbe activeevenafter thecompletionof aproject.

With the introductionof a corporateplan with a clearly spelt out visiorand mission,the annual
implementatiorprogrammeofaninstitution andts budgetouldbe linkedwell to theinstitution’s objectives.
Thiswill resultin harmonizinghe institution’swork programmeavith its long-termgoals therebyeliminating
the ad-hoowork programmegreparedas andwhenthe super structuresvantthem.
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4.39

It is a matterfor regretthatmanyinstitutionshavenot had acorporateplan. Discussionswith the Public
FinanceDepartmentevealedhatactionis beingtaken tantroduce corporate planning statutoryauthorities
andcorporationsby conductingseminarsand workshops.As regardsMinistries and Departmentsthe
Public Administrative ReformUnit in the Presidential Secretaridasinitiated improved systemsand
procedures. EverMinistry/Departmenwill thereforehave todevelopand adopt& Mission Statement
whichwill setout brieflyits raison d ‘etre thatwill serveas aguidingprinciple. The organizatiorwill have
toreview its workloadandrationalizeits activities, andintroducea performance-orientechanagement
systemto make it more accountable.

D. Indicator -Based MISfor an Effective FisheriesManagement

4.40

441

4.42

4.43

4.44

4.45

4.46

MIS is a basicrequisitefor responsibldisheries managementinformed decision-makingmay require
information on financial, physical, social an@&nvironmentalaspects.In the absencef an accurate
information system,a policy of openaccesgo fisheriesresourcehasresultedin over-exploitationof
fisheriesresourcesvhich hasseverelthreatenedisheriesas a whole. A soundinformationsystemmay
haveprovidedthe managementvith early warningsignals, sothatit couldhave takerimely actionin a
phased manner, averting suddamddamagingchange .Discussionswith MFARD officials revealthat
lack of propermonitoring offishing techniquesmethodsandapproache the past, hakedto depletion
ofresourceandhadotherdevastatin@ffectsonfisheries. Evemtpresentthere imo continuoudracking
systento monitorfishing methodsand proposenvironmentally-friendlyfishing techniquesUnlike other
sectorsthefisheriessectoris verysensitive,asit affectsofthelivelthood ofthousandsof fishermerand
manyothersin theindustry. Any reductionin the fishstocksto biologically harmfullevelswill meangrave
lossedgntermsofnutrition, incomesjobs, and othebenefits.

An effective fisheries MISs vital for fish stock assessmenBustainabldishing shoulchot allow moreof

the resourcego be harvestedhanwhat can beeplacedoy netgrowthin stocks.lrresponsiblefishing

could make stockéall below acceptabldimits andleadto resource collapser the extinction of certain
fish species.Hencethe authoritiesmust promotecomprehensivastock assessmeniThe teamnotedthat

presentnformationon stockassessmeig outdated andeflectsthe picture of the lat&970s.An updated
assessmeld essentialto enableastrategy tananagehe fisheriesresourceeffectively.

To operationalisea sustainabldishery managemensystem,the monitoring authoritiesshouldcollect
informationon the type andnethodsof fishing, the gear used, trezeandage of fish catch, and théme
andlocation of fishing. This will enable decision-makets determinea suitableregulatorymechanism
whenrequired.

Subsidyschemesn theonehand,and the practicef openaccesso marineresource®n the other, can
result inoverexploitationof naturalresourcesThisis what hashappened. Subsidider coastalfishing
boats withoutinyreferenceo resourcesustainabilityhaveled to over-fishingandresourcedepletion.The
teamrecommendshat a MIS be inplace thatwill provide sufficient, reliable andauthenticdata for
effective managemendf resources.

In orderto developthe local fisheries industryit is necessaryo introduceasystemto keeptrackofthe
numberof foreignvesselsandtheiroperation,especiallywithin the EEZ as thelocal fishermencomplain
thatmost foreign boats fistvithin SriLanka’s EEZ,deprivingopportunitiesavailable tdocal fishermen.

Theteamappreciatethe Government'sffortto introducealicensingsystenthrough therecentlyenacted
FisheriesAct to controlthe practiceof openaccesgo fisheries resourcesThelicensingsystemhasnot so
far provedto beeffective in terms of its implementationandenforcement.n this context, it would be
timely for DFARD and itsextensiorofficersto closelymonitor vesselsoperatingwith or withoutlicenses
and take appropriataction. A computerisedMIS will make possibleclosemonitoringof the licensing
system,enablethe authoritiesto enforcethe FisheriesAct andoptimisesustainable usef fisheriesand
otheraquaticresources.

As regards the marketing of fishproducts, the Government should assist producers 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 takeconsumer preferences
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into account. Better attentionto consumeipreferenceswill increase the consumptiorof fish, improve
nutrition, andgeneratehigher pricesandincomesfor producers.

Policy-makershouldpreparefisherymanagementlan thatoutlinesthe broaddirectionandthe priorities
of the fisheries sectorover afive-year periodThe missionof fisheriesshould be spelt out irtermsof
measurabléargets.The performancef fisheriesasawhole couldbemonitoredagainst theplan. Thiswill
facilitatethe establishmenofaresult-orientednonitoring systenfor thewhole sector

Thisfive-year fisherymanagememlanshouldbebrokendowninto annualplanswith achievableargets.
Suchannualplansvill be moreeffectiveandpracticafor monitoringpurposes, witlsectoraperformance
targetsanda substantial emphast sustainableesource management.

The teamwould like to emphasis¢hat fisheriesdatacollectedare analysecanddisseminatedn time to
facilitate decision-makingdoy the authoritiesconcerned.

The MIS shouldsuit differenthierarchicallevels of managementThe Ministry of Fisherieshas three
levels of decision-making: policy formulationatthe highestlevel of management, planniratthe middle
level andimplementationatthe thirdlevel. At the level of implementation detailedinformationsuchas

currentbiomass,agestructure andlistributionof stock may beimportant.At the policy-makinglevel,
macroinformationon thefisheriessector— suchas its contributionto theGDP andnutriticn, thelevel of

exploitationof availableresourcesandits effectson environment- may beimportant.An information

systemmustbe designedto servethe different hierarchicalevels without overburdeninghe concerned
users with unwantethformation.

The team notesthat as fisheries data is usually basel on samplirg approachesthe risk of collection of
erroneosgda@isvery high. Toimprovethe information systemitisnecessattodesigrimproved statistically
valid samplingechniqguesasedn ground realitiesather tharon pasexperienceshecause fistandings
differ from hour to hour, day to day ariicom centreto centre. This beingan important technicalxercise,
stafftraining on PIP, community interactiongdatacollection andvalidationtechniquess veryessential.

As regards offshore and deep sea fishing, data has to be collected from fishing vessels. It should include
catch rateatdifferentlocations catchby speciesandsize,fishing strategiesgtc. Policy-makers shoulde
told aboutsuccesseand failuresof pastfisherymanagemenstrategies.

After extensivediscussionwitlelevantwuthoritiesandreviewof materialshe teamdentified information
inthefollowing areasas usefulatthe level of policy making, planningandimplementation

a Policy Level
i. A briefoutline of thefisheriessectorandits importanceo the nationaleconomy

i. Stateinstitutions NGOs and privatesectolinstitutionsengagedn fishery-relatedvork atthe
national, provincial,district andvillage level
ii.  Current positioron accesgo resources

V. Economicand sociatlependencenthefisheriessectoratthenational,provincialand district
levels

V. Role of fisheriesin providing directandindirectemploymentatthe national, provincialand
districtlevels

vi.  Possiblalternativesourcesof employmentor thefishingcommunity

vii.  Historical conflicts andconflicts today betweenfisheriesand othersectors.(Irrigationvs.
fishing, recreatiorvs. fishing, environmenvs. fishing; prawnfarms vs. paddyfields)

viii.  Taxescollectechy theGovernmenthrough fishenactivitiesandsubsidiepaid forthe fisheries
sector
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iX. Critical habitats andnarineprotected area$greignfleetsandtheimctivities within the EEZ
X. Fish andhutrition. Whatare thenutrientsprovidedby fish?

Xi. Implementatiorofinternationalagreementthat relateto or affectfisheries

xii.  Employmenin fisheries_ direct, indirect, genderparticipation and theiagegroups

xiii.  Sectoralcontributionto the nationaleconomyor GDP. Likely developmental activitiein

fisheries.Detailsof anysubsidiegaid tofisheries.Characteristicand trends in thenarket.
Existinginstitutional structureshothgovernmenandnon-governmentActivities in support

ofthe fishing community,currentandplanned.Current and historical catch data
Planning level
i. Costs andenefitsof fishing operationsatdifferentscales
i. Non-compliancewith accepted fishing practicesxdmethodsand thepenaltiedevied

ii.  Stock assessmentlifferent harvestingstrategies,ageand sexcompositionof the catches,
differentfleettypes,distinctgear,fishing groundsseasonalityn fishing

iv.  Averageper capitancomeoffishermerand the farm gatgrices ofdifferent varietiesf fish
products

V. Informationon fleetregistrationjicensing, fishing methodsandfleet performances
vi.  Catchper unit effort

vii.  Scientific information and environmentalparameters suchs seasurfacetemperature,
thermocline,salinity, windstrengthanddirection,rainfall, etc. Suchdatashouldberoutinely
collectedandanalysedo assess the impasfseasonahndgeographiwvariation as weksto
help detectabnormaphenomenand theilinfluenceon stocksas amanagementeasure

vii. Marketpreferencesor fish by specieandvarieties
iXx.  Useofturtle excludedevices

X. The numberoflicenses issuedndividual effort quotas,closedseasonsrestrictionson the
sizesof vesselsaand gear

xi.  Resourcesurveydor offshoreanddeepseafisheriesand data fromthem

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

xiv.  The numberandtypefvesselditted with echo-soundersatellitenavigatorscommunication
equipmentetc

Implementation Level

Fisheryharboursvhichhave beensedas anchorageanddischarggoints aswell as repair bases
can andshouldbe usedsthe focapointsforinformationand datacollectionaswellas forregulation
andenforcementlf harbours havasinglegateentry/exitsystem,it will be easyto use harbouas
the base fomanagementegulation conservatioranddevelopmenbffisheriesand aquaticesources
in SriLanka. This is becausalmostall multi-dayboats andomesmallercrafts use harbours for
discharginghe catclas well as for berthingofcrafts. Thereforeharbours andnchoragesan be
usedforthe implementatiorofthe FisheriesAct, enforcemenbf its regulationsas well asthoseof
the Fish Products (Exports)Regulationsof 1998. Whenimplemented properlyregistrationand
licensingof fishing crafts,fishing operations,conformitywith HACCP requirementsgatch/effort
and other relatemhformationcaneasilybecollected fronthesecentres.
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Informationon field- level activities relatingto smallercrafts can be obtainezh a participatory
basis with theco-operationofthe fishingcommunity,representativeefNGOs,CBOs, fishermen’s
co-operativesetc. Thefollowingare areasttheimplementatiorievel fromwhichinformationmay
be obtained:

()  Statisticson landing/harvestat eachharbour/anchorage/landingentre

(il Useofprohibitedgear, includinggearcharacteristicsuchasmeshsize,dimensionofmouth
openingof nets etc.

(iii)  Estimated bio-mass, CPUE, biologica and environmental features
(iv) Themanagemenplan,economicperformancef fleetin relation tomanagemenplan

(v) Recordsandregistersrelated to craftsfishersandfishing operationsghangesn thefleet
composition

(vi) Statusof stocks

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

5.01 As partoftheexerciseon strengthenindl&E, theteamconductedaseriesof logframeworkshopshrough
which the participantswere introducedto conceptson project planning, monitoring and evaluation
methodologyandtechniquesanda result- basedproject performancenanagemensystem. At these
workshops,the team als@ssessed trainingeedswith aview to strengtherthe M&E capability. The
following were identifiedas priority areas fotraining on M&E capacity.

. Project planning covering identificaticandpreparationincluding feasibility analysis.

. Environmental analysiand impacassessments

. Participatorydevelopment managemeimicluding PRA/RRAtechniques.

. Investmenappraisahnd cosbenefitanalysis.

. Monitoring and Evaluationmethodsandtechniques

. Datacollection, sampling,tabulation,analysis,evaluation,interpretationanddissemination
. DevelopingLogical Framework Matrix anddentificationof performance indicators

. ProjectPerformanceManagement

. Management Informatio®ystem(MIS) with computer application
. Developingcommunicatiorskills, verbalandwritten.

. Generalmanagemerdndanalyticalskills including report writing
. Involvementofthe privatesectorin nationaldevelopmenprojects

5.02 Thesetraining requirements coulte addressethroughboth local andforeign institutions.Someof the
localinstitutionsthatcanprovidesuchtraining are the SriLankénstitutefor 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 throughcognizedoreign institutionswhich conduct tailor- made
programmeon M&E. In this regard,the University of EastAnglia, UK, University of Reading, UK,
Asianinstituteof Technology (AIT)Thailand, Universityof Queenslandiustralia, andth&niversity of
Bradford (UK) are someof theinternationallyrecognized institutions whicbonduciprogrammesn the
above areas.

5.04 Theteamrecommenddhatlocaltraining beofferedto most ofthe middle-level field officers. A few who
couldbe useds resourcepersonshouldbeselectedfor rigorousandin-.depth foreign trainingpn M&E.
Senior-levebfficerscouldbegivenorientatiortours abroad téamiliarize themselvesith theapplications
of M&E Systemshere.

24



6.01

6.02

6.03

6.04

6.05

6.0 FOLLOW-UP ACTIONS AND RECOMMENDATIONS

Standardization and simplification of data collection: Some of the forms (such as those for licensing,

log books, etc) that are presently in use are too lengthy and complicated in terms of the information
requestedTherelevanceandapplicability oftheinformationsoughtin theseforms must baeviewedand
the forms shoutl be redesignd and mademore practicd so tha uses and analyss are not overburdened.
The problems of dataollection, compilation, analysisinformationdisseminationetc must béookedatin
depth,and necessarstepsshouldbe taken taupgradethe systemas awhole sothatimplementatiorand
monitoringcan bedonein aneffective andsystematienanner.

Improvemensto data collectimmethod andanalysis Datafor productio statisticiscollectadthrough

eye estimatef a samplingof fish and craftsat afew fish landingsites. EachFl is expectedo visit a

maximumof five fish landingsites_ onceevery monthfor eachsite ~ and submitnonthlyproduction
statisticoonthe basiofeyeestimatesTheseare usedto projectthmtionalfish production.It is admitted

thatthe Flresponsibldor thisactivity isburdenedvith other responsibilitieaswell, andcannotconcentrate
on datacollection.

During discussionswith thefishingcommunity the latter said that thedid not se¢heFls atfish landing
siteswhentheboatsland or whenfishis sold. It is therefore possibléhat the datasubmittedis basedon
pastexperienceather tharon actual field-level enumerationlt also appears that the presaampling
methodadopteds not veryrepresentativetheinformation furnishednay notrepresenthe groundreality.
No propervalidation checksareperformedon the raw datareceived fromthe field. It is necessary to
improvethe data collection process an@stablisha representativescientific samplingsystento enable
accurate productioestimatesDataand infonnationshouldbe handled,treated andnalysedas two
separatétems.

Lack of reliable updatedhformation onthe number and typef crafts and geaseemgo beaserious
drawback toeffective implementationof fisheries managementUnderthe FisheriesAct of 1996, the
registrationandlicensingof fishing crafts hadhbeenmandatory But complianceis saidto be verpoor. It
is also necessary te-examindghe presenthargedeviedfor licensingandrenewalof fishingcrafts: field-
level officers from the DFEOdownwardssay thechargesareun-realistic. (In some caseghe “charges”
areno morethanthe price of a cigarette,)Moreover, establishmenbf an effective computerizedlata
managemenandinformationsystemwill facilitatelaw enforcemenandmonitoring.

Strengtheninghestatistical function®f the CentralMonitoring Unit of theMFARD: The present
statistical unibfthe MFARD is gearedo feed thenationalcensusand statisticeeedsofthe Department
of Censusand Statistics.Discussionswith the statisticalofficer reveal thatinformationon production,
distribution,imports, exportsaandpricesis collectedperiodically andanalyzedandsubmittedo concerned
national-level agenciesuchas the DepartmenofCensusand Statistics CentralBank andFood Security
Committee.However, it appears that thianit is not gearedo collectandfeedinformationrequiredfor
operationakndmanagement requiremeraéthe fisheries industry.

Informationrelatingto the cost offishing operations craft/geamused,catchandeffort, boatregistration
andicensing,resource managemefishingpracticesetcis vital for decisiononoperatiorandmanagement.
Itappears thatthe statistiaaiit is not gearedorthis purpose However,in accordancevith world trends,
theMFARD has alsoeorientedts focusfrom productiortowardsresource managemetitis necessaryto
strengtherthe statisticalunit to cater tomanagement- relateidformationThe officers of the statistical
unit and atthe field level shouldbetrainedon datacollection samplingandstatisticalmethods.

Strengthen the Log Book Data Collection System: The log-book data collection system must be
strenthenetb provide afuller andmore detailedmonitoringof catchandeffort Information needso be
built up oncatchto effbrt on thevariousgearandvessel typeso demonstratéhe superiority of improved
technologyandpractices.Strengtheningfthelogbooksystenwill involve enlistingmorevessebwnerdo
in the logbook programme However, while strengthening and expandingthe logbook system,
itisnecessary to ensurethat boat-owners are not overburdened with complicated formswhich will ultimately
discourage their active participation.
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6.08
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6.06 The database 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 reveaed
that sufficient informationwas not madeavailable toconvincefishermenaboutthe superiority of tuna
longlining overconventionalffishing practicesusinggillnets andrelatedechniquesTherevere comments
that thetunalonglining methodintroducedhroughthe ADB projectwas not financially viable:it entailed
high operationatost andow returns. Dataon CPUE from tunalonglining was insufficient to convince
fishermeraboutits profitability. It is pointed out that eventhe threevesselsengagedor pilot-testing of
tunalonglineshavenot adoptedhe tunalongline fishery andhave resumecdconventionalpractices. lis
necessaryo keepin mindthatwhile introducingnewtechnologyandpracticeso competewith or displace
the traditionalsystem reliabledata base tdemonstrate the-superioribfthe newtechnologyandpractices
shouldbe aviailable. The needfor areliabledata base tsuccessfully introduceewtechnologyhasbeen
highlightedin the ADB Country Portfolio Review MissionReport1999.

Reliable Decision-Supporystem:Important decisionsn resourcemanagemenarebasedon resource
survey studiesundertakera couplesof decadeago. Therehasbeenno reliable statistical dateollection
since. The current SY of exploitable resourcebasedon the above surveyresults may noteflect the
currentstatusofthebio-mass.Thelastreportedresourcesurveywasdonein 1978and1979.Thisinformation
must be updatedo reflectthe currentsituation.

Theteam recommendbat the presemibgBooksystembe strengthene@dndmproved.lt is alsonecessary
to ensurehe reliability andaccuracyofthe datacollectionprocessDatacollectors— the FIs andNAR.A
staff— shouldvisit the field more frequently wherthe activitiesare attheir peak. At leastafew Fl from
eachDFEO office shouldbe assigne@xclusivelyto datacollection, extensiorand M&E relatedwork.

Datatransmissiohroughonline network:At presentinformationis processeatthe statisticalinit of
the MFARD with the assistancefstand-alone computensinkagesshouldoeestablishethetweertifferent
agencies/departments the centralcomputersystem. Thecoupleof computersatthe districtlevel must
alsobelinked to the centracomputeradditional computersvith peripheralequipmenshouldbe provided
andlinkedto thecentralcomputer so that datollectionand transmissionouldbe madepossible through
onlinenetworking.Decision-makers woulthen havaccesso data andnformationas andvhennecessary,
withoutwaiting for monthly,quarterlyor annualinformationreports.

Establishment of@omputerizedrisheries MISThe teamrecommendthatadetailecandcomprehensive
studyshouldbe undertaketo examinghe existingfisheriesinformation managemestystemintheDFARD
and DFEO and atcommunity levels. Data needsand output requirementshould be assessedand a
computerizedMIS establishedo enableeffectivetwo-way feedbackrom the communitythrough DFEO
to the managemenandvice versa.The study shouldidentify the hardware softwareand lifeware
requirementdor the computerizedMIS. It should recommencdhn statisticallyacceptableepresentative
samplingsystemwith simplified formats for datecollection, processinganalysis anddisseminationin
this connection,computersshouldbe providedto district level DFEO officeswith modemto enabledata
entry, processingstorage, retrievaltiransmissioranddisseminationThe field-based computerized|S
shouldbe networkedo enableflow of informationfrom thecentreto theperipheryandvice versa.

Officers will haveto be trainedn using theproposed computerizdgheriesMIS.

Introduction of new technology should be substantiated with sufficient data/information to prove
viability: Thefishing community did not accept the recent introduction oftunalong-line fishingtechnology.
Thisispartly becausit wasnot convincel abou thesuperioriy of thetechnologto theprevailing system
of gilinetting ard long-lining. The gillnet fishely is universaly discouragd as being environmentally
unfriendly; thereis now athrust towardsthe long linefishery. 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 mackby the evaluatia repors of funding agenciesHence while designiny the M&E
system it is necessarto colled datd information abou the new technology build awarenes abou it
throughanenergeticcampaignand carry oupromotionanddemonstration.

Strengthening Monitoring, Control and Surveillance (MCS): Under the MFARD, an MCS unit has
beenestablishetb facilitate fisheriesmanagemeniThe MCS conceptis athree-tieredystemcomprising
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6.12

6.13

6. 14

6.15

6.16

(@ collection ard managemenof data/informatia (monitoring (b) legislation and licensirg (contro) and
(c) law enforcemen(surveillance) It is necessatto strengthe and expard thisnewly establishd unit, as
MFARD will haweto take alead role inthe fishety managementThis basicaly would include effecting
improvemensto the preset data collection and monitoring system at the district levd and strengthening
linkages betwee districts and DFARD through DFEGs by establishig a compute netwok system A
computerizd data managemensystean is apre-requisie for the succes of MCS which is at the core of
fisheries managementMoreover it is also necessarto strengthathe licensirg systen and enforcement
capabiliyy sotha district officerscould handkethesfunctiors efficiently and effectively. The MCS should
involve the communiy in its routine activities if it is to function satisfactorily Moreover the licensing
systen shoutl be effectively enforcal sothat it will complemen and supplementhe existing information
collectinmechanismThe licensirgsystenwill provide information on fishing effort, identify the fishermen/
boatownersthe type ofgearused, area oflicensing/operatianwell as annualrenewals At the time of
licensing/renewahe furnishing of catchdata andtherrelatedinformationcouldbe made mandatory.

As part of the effort of strengtheninghe MCS, sufficienttraining and awareness-buildingrogrammes
shouldbe organisedfor fisheries personneland community volunteerson the principlesof fisheries
managemeniThey shouldalso beeducatedaboutthe FisheriesAct andpunishmentdgor violators; and

aboutthe needfor community actiorto rootout illegal anddestructiveishing practicesthatdamagethe

environment.The CoastGuardsemployedpresentlyby the MFARD shouldbe utilized to supportfield-

level MCS activities.

Strengthen the Monitoring and Evaluation Capabilities of the MFARD and its agencies. Separate
M&E units/cellsshouldbe establisheth theDFARD, NARA, CFHC, CFC, CCD, NIFT, NAQDA, Cey
Nor and otheforeign funded projectandprogramme®fthe MFARD. Theseunits shouldbe provided
with computersA compatibleMIS shouldbe establishedhroughnetworkingarrangementandlinkedto
the centralM&E Unit ofthe MFARD.

Establishment of M&E Cells: A centra M&E system is essentia to the consolidate the impact of all
relevantsub sectors.But decentralizatioris importantfor the developmentof a comprehensiveset of
indicatorsto monitor theorganisation’sachievementandmeetprojectobjectives.It is recommendethat
the centralM&E Unit which hasbeenalready establishecatthe MFARD shouldbe re-structured and
strengthenedAs regardsM&E arrangement$or the MFARD’s agenciesthe team suggestshat M&E
cells be establishedat eachinstitution to enableaneffective monitoringand feedbacksystem. Thecells
shouldhaveclose links withthe Central M&E Unit of theMFARD. However,in respectof NARA and
CFHC, theteam feelghat thevolume of work merits separateM & E units.

The centraM&E unit ofthe MFARD shouldhave arEconomistand Statisticiaon their staffin addition
totechnicalpersonnelto ensurehesuccessfutonducbfmonitoring activities These Units/Cellsnustbe
provided withcomputersgquipmenandrelevantsoftware tostrengthetheir capability. The staffshould
also be trained tdesignand operatean effectiveresult- based. M&Esystem. At theinitial phase, the
agencie®f MFARD could have'standalone’ informationsystemswith aprovision fornetworking ofthe
systemwith the central M&E unit. Duplication of information collectionby different agenciesunder
MFARD should be avoided.

Establishmenof aResult-baseérojectPerformance Manageme8ystem: Itis necessary tievelop
clearmonitorableindicatorson input, output,effectandimpactsatthe identificationandplanningphaseof

aproject. It is recommendethatany projectoprogrammewithout aproperlydesignedMI&E mechanism
should notbecleared All projectsshoulddevelopalLogical Frameworkmatrixwith clearlydefinedobjectives
andobijectively verifiable indicatorspecifyingthemeansof verification. It is also necessary identify the

critical assumptionghat determinesuccessateachphaseofthe projectTheseassumptionshouldalso be
monitored. This systemwill facilitate the evaluationprocessby reducingthe elementof subjectivism.
Establishmenbf aresult- based M&Esystemis feasiblewith the incorporationof a log-framematrix

developedthroughaparticipatoryprocessThe team recommendghefollowing.

Expandthe existinginput- output basedonitoringsystemto cover benefits effects and impacts.
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6. 17

6.18

6.19.

6.20

. Improve the existing physicad progres reportirg system sotha it reflecsthered situatian without
arbitrary, ad-ha and subjectie progres reporting Streamlire the dat collection proces with
strorg communiy representation/participaticcouplel with se milestonesor criteriato assesthe

physica progress.

. Establi ard institutionaliz a mechanis to monitar projed performane while a projed is still
on. This will enabé projed manages to focus nat only on physicd accomplishmenbut more
importantly on performane or resuls tha ultimately determire the succes or failure of the
intervention This will help establi§ aculture of result orientedl accountabiliy and institutionalize
it within the MFARD ‘sdepartmerg and agencies.

. The M&E systen shoul take into accoun the response of the beneficiaris to the various
interventions Timely adjustmerg and modificatiors shoutl be made whereve necessarto projects/
programmes to suit the requiremerg of beneficiaries.

. Project-specift performane indicatos shout be identified and developéto monitar the performance/
progres of projects programme ardactivities Moreover there shoutl be asysten to identify and
monitar key assumptiosand riskswhich areexterna to the projed but which influencethe success
of the intervention.

. To establi® aresult basel M& E system it is necessarto train seniot middle-levé and field-level
officers on the concep and application of the logicd framewok matrix.

Improvemend to the existingphysica progres reportirg system The presehphysica progres reporting
systen isbasel purely on subjectivjudgemen rathe than an objective weightagebasel approachAs a
resut the reliability, accuray and completenes of the physica progres is questionable Moreover the
reporting formats of the MFARD are geared to the requirements of national- level agencies such as the
Ministry of Finane &Planningand MPI&PA. The M& E doesnat cove items sudh as recurrenexpenditure
andfails to obtan beneficiay responsgto assesthe effecs and impacs of developmenhprojects.

Thefinancial-and-physical-progreseportirg systen shoutl bemodified to include warning signak about

timeand cog over-runsreasosfor shortfalk in performanceand recommendatiamfor correctiveaction.
As regard the biologicd and othe resoure informationgeneratd by NARA and DFARD, it is necessary

to expardthe numbe of field visits, widen representatie samplirg to include more sites ard fish varieties,
introducevalidation and verification checls andinvolve the communiy moreclosel in M& E relatedactivities.

Developmenhof Performane Indicators The Ministry ard its agencis shoul develg® asuitabk s& of

performane indicatos to monitar performanceAt presentlittl e attention is being given to this task Itis

necessarto develg indicatoisconcernirg fish production yield, fish prices incomes of fishermen types
of boasand gear fishingpracticesimports andexports active fisherman fisheries co-operatie societies,
registration ard licensing socio-econont status employmentper capita fish consumptioncatch/ effort

etc. As regardsfresh water anirackishwater fishproduction, informatioon the numberof farms/water
bodiestheiraverage stockindensity,survival rate, harvest|ocal andexportprices,numberof approved
andunapprovedarms,etc. shouldbe madeavailable.

It is necessaryo monitor thebenefits, effectsandimpactsof development interventiorte assess how far

thefunds spenhavebeenuseful to thecommunity.Further,from aresourceananagement perspectivieis
necessaryo collectupdatednformationon the destructiomf mangrovescoralmining, quality of coastal
waters, etc.to ensureresponsibleresource managemerinformationon the resourcerofiles of water

bodiesis necessaryThis shouldincludethe typeoffish, catch rates, watguality, harvestingseasonsetc.
It is reportedthat at present thetocking of waterbodiesis being done by different agenciesvithout

informing the concerneddepartments/agencies aresult,thereis no accurateinformationto assesthe
performanceor productivity of differentwaterbodies.

Thefocus of M&E should beexpandedrom the implementationphase tocoveroperationaphase:
The present progress review systanMFARD is designednerelyto assess progregsbroad terms and
meetthe requirementofvarious nationaagencieslts focusis onimplementatiorrather tharonoperation.
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6.21

6.22

The existing systen does not provide for measurald indicatos to monitar progress Decisiors are based
on stak information provided by the statistica division. It is necessarto expard the M& E to cove the
pre-implementatinand post-implementatio phase and obtan updatel information The M& E system
shoubalso cove diagnostt studies post-evaluationssustainabiliy monitoring and impad evaluation A
sectw progres repot with policy levd issue shoull be separatel identified and forwarded along with
quartery reports Thisrepot shoutl constituethe bas materid for discussio onthe secta at the quarterly
progres review meetirg chairal by the.Presidenthi addition it is alsonecessarto measue theperformance

of MFARD'’s institutions departmerg and agencies.

Harbours/anchoragard all othe operatiosshoutl be identified as cost/proft centresProfit performance
indicatos with suitabk benchmark shoull be establishd with targes to enabé them to operag as profit/
costcentres. It appears that harbour manages not aware whetherthe unit underhis purview has
sufficientreturnsat any given time, sinceits accountsare maintainedat the headoffice and he hasno
immediate accest it. At present theré no proper systemin placefor harbourmanagergo collect any
data/informationrelating to fish landings, sales,farm gateprices, type andweightof fish, quality and
productionand issue of ice etc. Thereis also no propersystemin place to monitor thenovementsof
fishing vesselsn andout of the harbour.Thesedrawbacksshouldbe rectified.

The M & E system shoulday particularattentionto the quality assuranceof export products.The
existing quality controlinit shouldbe furtherstrengthenetb examineindicatorsthatwill assessgjuality as
per HACCPrequirementsin thisconnection,staffmustbetrainedto developand usendicatorsto monitor
quality in all its aspects- from the point ofcapture,storagen-board, handling, preservatiomploading,
to marketing,transport,processingandexport. The fish landingfacilities atthe harbour/anchorage, the
auctionarea, wateravailability andtoilet and sanitaryconditionsare areas thateedspecial attentionf
export products are teomply with EU regulations.It may be pointed out that theexistingharbours may
haveto be upgradedndsufficienttrainingandawarenes$eprovidedto harbour managers, bagierators,
fish handlersandprocessorsif quality assurancenonitoringis to be madeasuccess.

6.23 Whilemoving beyondinancialandphysicalmonitoringtowardsresultsthe teamsecommendshe following:

. It is necessary tancorporatesustainabilitymonitoringinto the M&E mechanismto ensurethat

assetandfacilities createdindervarious projectaresustaine@ffectively throughouthe operational
phase.At presentno mechanism existdo monitorthe adequacy of operation andaintenance

(O&M), both intermsoffinancialandinstitutional arrangementand thecontinuityof programmes
or service delivery beyonthe project period.

. It is also necessary facorporatebenefitmonitoringand post-evaluatianto themonitoringsystem
to assess the success of iterventionand leardessondor thefuture. Presentlysuchevaluations

existonly in foreign- aidedprojects.

. Progress towarda vision or amissionis possibleonly if an institution developsa well-defined
corporateplan. It shouldclearly articulatevision, mission,objectivesandtargets.The absencef
corporatelans with benchmark performandargetsis ahindrancego anymeaningfulinstitutional
evaluationmechanismAny corporateplansnowin existencemerelymeettherequirementofthe
Departmenbf Public Finance.Performanceindicatorswith alogical framework-based approach
shouldbe partoftheplan. While setting targetsit is necessary tgo into details of key activities.
Examplefisheriesharboursshouldmaintainseparateorofit andloss account®nindividual operations
suchasiceplants,fuel stations,watersupply,workshops getc.

. A cost accounting information system should be introduced to activitiessuch as freshwater breeding
centredo assess theperatingcost andinit costof fingerling production.This type ofinformation

will assistlecision-makerto determineorrevisethe chargeso beleviedfor the supplyoffingerlings.
Althoughthe cost-recovenaspect habeenrepeatedly discussdly many institutions,the absence

of areliablecostingsystenincludingfeedbacko themanagemenbn cost-related informatiohas
beenamajor problem fordecision-makers.
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6.24

6.25

6.26

6.27

6.28

6.29

Training of Staff: M & B training is essentiaffor the staffof MFARD andits agenciesTrainingis
particularlynecessaryn developingperformancendicators.All seniorandmiddle-level staff shouldbe
trainedon Logical FrameworkAnalysis. Field- level staff shouldbe given training on M&E orientation
with emphasisn datacollection, statisticalanalysisandsamplingechniquesThe PlanningandMonitoring
Unit staffof the MFARD andthe counterpartstaffofNARA shouldbegiven comprehensivéaining on
M&E with practicalexposurego the fisheriessectorin particular.A core group of trainerswithin the
MFARD shouldbetrainedin M&E to ensurecontinuity of training activities.

CommunityShouldbeActively Involved Throughouthe ProjectCycle: A feelingof projectownership
shouldbe createchmongstakeholderen generalandthe communityin particular,sothat acollaborative
and consensus-basdd&E mechanismcan be developedand implementedsuccessfully.Community

involvemenin M&E would facilitatethe creationof strongpublic opinion, whichwill resultinbehavioural
changedor thebenefitofthe fisheryindustry. This processwill facilitate effectivecontrol over:

Exploitationandexploitationmethods

Conservatiorandsustainabilityof resources

Equitabledistribution oftheavailableresourcess wellasincome

Conflict resolution

Effectiveimplementatiorandenforcemenbf the FisheriesAct andits regulations.

The teamnotedthatthereare 845 GramaSevaLevel FisheriesCo-operativesoveringthe marineand
freshwatersector. Theseco-operativesocietieshavea membershipof 98,827madeup of 79,062males
(80%)and19,765(20%) femalesAs perthe recentevaluationsioneby theco-operativainit of DFARD,
428 (52%)havebeercategorizeds active, 165(20%)as semi- activeand231(28%)as defunct.All these
grass-rootevel co-operativesmostofwhich arelocatedonthe coastaktrip andaroundfreshwatetanks,
couldbetappedasusefulM & E partners Besidedisheriesco-operativesrepresentativesomthevarious
activeNGOs andCBOsin eachvillage could alsobe incorporatednto the monitoringandmanagement
body. During discussionsatthe field level, theteam foundthat membersof thesdocal- level institutions
wereinterestedn activeparticipationin field-level monitoringandfisheries managemersdctivities.

Unlessanduntil thecommunitiesvhoarethemain stakeholderareincorporatednto the M&E systemin
ameaningfulmannemndwith responsibilityandauthority,it is unlikely thatthe managemergystemwill
succeed:Resourceisers’shouldbemade‘resourcananagersifthe conceptof participatorynanagement
is to work successfully.

The effectivenes®fthe PIP processvill dependn arangeof factorssuchas:

. Participationandintegrationof the stakeholder#n the policy- making/implementatiorprocess.

. Commitmenbfthoseconcernedncludingthecommunityandthe officials to bringabouthedesired
change.

. Awarenesof the primary stakeholder®f the needfor changeandtheir ability to participatein a
meaningfulmanner.

. Attitudes, skills, knowledge commitmenandtheinstitutionalcapacityof all concernedtakeholders.
. Availability ofresources human,financial, etc_ to achievechange.

At presentdatacollectionandinformationdisseminatioris a top-downprocesswith little community
involvement.To move towardsacommunity-basedisherymanagemenit is necessaryo ensureroper
dialogueandiwo- way communicatiorwith the community. MFARD andits agencieshouldwork much
morecloselywith thecommunity,andcreateafeelingamonghemthatthey arethe resourceownersand
keyplayersin fisherymanagemerfunctions.
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7.01

7.02

7.03

7.0 OUTCOME OF THE NATIONAL M&E WORKSHOP

In accordancavith its Terms of Referenc§ TOR), theM&E studyteampresentedts reportandfindings
atthe NationalWorkshopheldin Colomboon November26, 1999.This workshopwas chairedby Mr S
AmarasekeraSecretary, MFARD andattendedby the seniorofficials of the MFARD andits concerned
agenciegogetherwith representativesrom Ministry of Finance& PlanningandMinistry of Plan
Implementation.

The Ministry of Planimplementationvas representebly Mr J L SenaratneDirectorGeneral Monitoring
& ProgressReview Division. The FAO was representedby its ResidentRepresentativeThe national
M&E advisorofthe UNDPmadeapresentatioon M&E andhis experiences theregion. Theproceedings
oftheworkshopwerefacilitatedoy Mr Henry GunawardenalechnicalAdvisor, MFARD. Mr G Piyasena,
Director, Planning& Monitoring, MFARD co-ordinatedhe programme The teampresentedts report

andfindingsin detailandthis was discusseat length.

The team’sdiagnosisandfindings were acceptedy the participantsincluding the seniorofficials who
commendethereport’'scomprehensivanalysis.TheTechnicalAdvisor, MFARD, highly commendedhe

team.Someofthecommentsmadeby theparticipants:

. Existing stockassessmertatais outdatecindcannotbe usedas abasisfor fisheriesmanagement,
asit doesn’treflectthecurrentsituation A scientificstock assessmettiatreflectsgroundrealities

is urgent.

. The systenofdatacollectionthroughlogbooksin multi-dayboatswas considereéverysoundand

effectiveapproactsinceit involvescommunityparticipation.The needo simplify thefonnatofthe
logbookandto createawarenesamonghefishing communityonthe purposeanduseoflogbooks

wasconsidereassentiallt wasalsoagreedo expandhe presentoveragefthelogbookto cover
all multi-dayboats,as washighlightedin thereport.

. Fisheryharbours/anchoragese not being effectively usedat presento collectinformationand
datafor fishery managemenandenforcementlespitehe factthatthe harbours/anchoragésmvea
properlyconstitutednstitutionalframe-workandarebeingpatronisedy almostall multi-dayboats.
Participantdeltthatwith asingleentry/exitsystemt will be easyto usethe harbourasthe basdor
managementegulationconservatioranddevelopmenof fisheriesandaquatiaesources.

. Streamliningdatacollectionatthe field level was considere@pressingneed.Someissuesin this
contextare: enoughfield visits by datacollectors,making samplingmethodsmorerepresentative

andestimationmethods moremeaningful. Theseissueswere discussedat length. The needfor
devisinga cost-effectivecommunity-basethformation/datayatheringsystemsubstantiatedvhere
necessaryith amore scientificapproactwas emphasized.

. During groupdiscussionsijt was proposedhatthe community shouldbe involved moreclosely
with managemerand enforcementincluding datacollectionanddisseminationOne suggestion
madewas that managementommitteesshouldbe setup atall major fish landing centreswith a
community-basegarticipatoryapproachowardsmanagemerdandenforcementParticipantbelieved
thatin orderto achievemaximumbenefits the communityshouldbe empoweredvith authorityto

assumeesponsibilityandownership.

. As regardsinlandfisheriesandaquaculturethe needor acomprehensivdata/informatiolaseon
profiles of waterbodieswas stressedis a priority area. The Geographicallnformation System
(GIS) establishedn NARA shouldbe effectively madeuse of for this purpose.The needto
continuouslymonitorall waterbodieswas repeatedigtressed.

. A properandwell-coordinatedM&E systemequippedvith informationto facilitate effective law
enforcemenandachieveresourcemanagemenivas consideredapriority need.
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. It waspointed out thatthe presentStatisticalUnit ofthe MFARD catergo the informationneedsof
its “superstructuresratherthanits ownoperationahndmanagememeeds.The computerization,
networkingandcapacity-buildingon M&E as pointedout in the report are pre-requisitedor an
effectiveresult- basedM&E system.

. The needfor education,awarenessand capacity-buildingprogrammedor all the stakeholders
includingthe communityatthegrassrootevelwashighlighted. It wasemphasizethatcoordination
betweerthecommunityandofficials shouldbe strengthenethrough atwo-way dialogueat various
levels.. Closerlinks were urged betweentheresearchandscientific wings with the implementing
agencieandthecommunity.

. Theneedo developindicatordbasedn alog-frameapproactio monitorkeyactivitieswasaccepted
as a methodologyfor result- basedmanagementNo project should be clearedwithout a proper
M&E plan. Monitoring shouldgo beyondthe input-outpustagetowardsbenefits effectsandmpacts.
The M&E systemas it existsnow, is concernedwith implementation;no attentionis paidto the
operationalphase— results, cost recoveryand sustainability. Diagnosticstudies, mid-term
evaluationspost-evaluationandimpactevaluatiorstudiesnvereconsiderecffectivetoolsto result-

basedmanagemenandshould be incorporated.

704 While acceptingthe log-frameapproachas an effectiveplanningandmanagementool, the participants
stressedhe needfor moretraining in developingperformancendicators,andin applyinglog-framesand
other performancemanagemertechniques.
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Annexure . 1

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

Background

The Bay of Bengal ProgrammgBOBP) ofthe FAO, as apartof its third phasewhichfocuseson enablingand
facilitating improved managemenof the fisheries,is assistinghe Ministry of Fisheriesand Aquatic Resources
Development(MFARD) andthe Departmenbf Fisheriesand Aquatic Resourceg DFARD) of Sri Lanka, in
improving themanagemenbf the ornamentafisheriessector. The objective of the exerciseis, in the contextof
conservationof critical aquatichabitatssuchas coral reefs,lagoons,mangrovesseagrassbeds,estuannand
nverine systemsand sustainableaesourcesutilization from suchhabitats,to facilitate and enableimproved
managemerfthe ornamentdiish sectorof Sri Lanka,throughawarenesBuilding, strengtheningheinstitutional
capacityof concernedagenciegndprovision of technicalassistance.

The probleminthe ornamentafish sectorneedsto be lookedaton two levels. First, giventhat little is known
abouthe populationsor the biology of the speciessomeof which areendemido Sri Lankaandrare,thereis a
genuineconcerrthat indiscriminatecollectionwould stresghe populationsandeventuallypushthem towards
extinction.Therds alsotherelatedquestionofhowthesealelicatecreaturesarecollected Luckily thxic substances
andexplosivesdo not seemto beusedin Sri Lanka,though someof thegearandmethodsusedto collect fish,
suchas ‘moxy’ nets,arenot eco-friendly.Secondly andlesswell known, is the problemof humaractivitiesand
theimpactheyhaveonhabitatsof ornamentafish. A wide rangeofactivitiesincludingdeforestationagriculture,
the mining of sandandcoral for lime construction,food fisheries, sewageandgarbage,dumping, industrial
pollutionandtourismhavedirect andindirecteffects on the habitats,most of whicharedetrimental.Given this
scenario only managinghe collectionofornamentafishmayprovefutile, evenif successfullymplementecand
if no attentionis paidto the quality ofthe habitatswhichrecruitandprovide ahomefor the creaturegoncerned.
In practicatermsthemanagemenbftheornamentafish sectotis complicatecbythefactthatseveragovermnent
agenciesreinvolvedandtheywould needo work in concertto comeupwith arationaland cohesivgorogramme
ofmanagement.

Stakeholderanalysisconductedby DFAR andBOBP suggeststhat while alot differencesexistin terms of
perception®f problemsandsolutionsoptions,thereis aclearcommonalityin thatall partiesfeelthattheystand
to benefitin thelong-termfrom aprogrammehatensureghesustainabilityofthe resourcesindthe habitat. The
centralaim of the projecthasbeento promoteconsultationandnegotiationamongstindbetweenstakeholder
groupsin orderto arriveatnegotiatednanagemenplan. To aid andassisthe consultatiorprocessiwo parallel
activities were undertakenOne, to addto the knowledge of the sectorin termsof the statusandtrendsof the
resourcesndthe habitatsto providethe stakeholderwiith the ‘bestavailable’ scientificinformationtohelp them

in their decisions,andtwo awarenes$uilding on the needfor, the benefitsof andthe methodsof management
amongstall stakeholders.The stakeholdershave recommendedhe formation of ataskforce to developa
precautionarynanagemerglanwhichwould leadto participatoryimplementation.monitoringandenforcement
MFARD is interestedn strengthenings M & E systento enableit to traceperformancefits activitiesandto
determinghe impactsofits policies programmesndactivities.

At the 23rd Meeting of the BOBP’s Advisory Committee,in Negombo, Sri Lanka, it was recommendedhat
BOBP shouldassistwo fishery agenciesn the strengtheningftheir M & E Systems.It was hopedthat with
suchcapacity-building,the taskof improvedfisheries managementvould be facilitatedand thetwo agencies
would be modelsfor fishery agencie®f the othermember-countrieo follow. It was furtherrecommendethat
suchstrengtheningpfthe M & E systemsbeundertakerinthe Stateof Taniil Nadu,Indiaandin Sri Lanka

Terms of Reference

The Consultantsinderthe supervisioranddirectionof the ProjectOperationsOffice of RAPA, FAO andin close
consultationand cooperatiorwith FAO Representatiom SriLanka, BOBP, MFARD andotheragenciesn Sri
Lankaconcerneavith thedevelopmenandmanagemenbffisheriesshallundertakeadiagnosticstudy ofMFARDs
M & E system,with aview to recommendstrategies,approachesandactionin the form of proposalbriefs to
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strengtherand improvethe performanceof the Ministry’s M & E System. The Consultantsjnter alia, shall
undertake.

1.

Identification, review anddiagnosticanalysisof monitoring& evaluatiorand managemeninformation
practicesin use in the Ministry of Fisheriesand Aquatic ResourcesDevelopment(MFARD) andits
constituentorganizationsoncernedvith fisheriesdevelopmentandmanagementThis diagnosticstudy,
using secondarylata, individual andgroupdiscussionsandworkshopswill determinehow information
usersare currentlysuppliedwith information, the sourcesof dataandinformation,dataandinformation

collectionmethods,dataandinformationprocessingnethodsandreportingpractices.

Identification of the informationneedsof MFARD andits constituentagenciesjn the context of their
Mission Statementandoverall andimmediateobjectives.Giventhe largenumberof activitiesundertaken
by theconcerne@genciesthestudywill categorizéheactivitiesintotypesandundertakén-depthstudies
ofatleastoneactivity ofeachtypeidentified to indicateanapproacHor thatgenericactivity. The outcome
will be to identify, for the selectedactivities, whatinformationis requiredby which staffto monitorand
evaluatehe progressaandperformanceftheactivitiesandto assestheimpactsoftheconcernegbolicies,
programmesndactivities.This exercisewill involve aseriesof workshopsatdifferentievelsto facilitate
logframeanalysis,basedon actualproblem,objectiveandsolutiontreeanalyses.

Examinationofthe scopeof improvingandstrengtheningxistingM & EandMIS in orderto providethe
identified information needsof the concernedorganizations,including improved data collection and
disseminatiorsystems.This exercisewill involve discussiongindbrainstormingsessionswith the staffof
theconcernedrganizationsandstakeholders.

Developmentof strategiesapproachesndbriefproposalsor strengtheninghe monitoring& evaluation
andmanagemerihformationsystemfMFARD andotherconcernedagencieskeepingn mindpracticality,
feasibility andtheartofthe possible.

Reportingon all theabovein the form of a draftreport.

Presentationfthedraftreportatanationalworkshop,revisingthereportin light ofthefeedbackeceived
andsubmission®ofthe final report.

Consultants

The studywill beundertakey ateamoffour consultantsconsistingof threeofficers of the PostEvaluation
Unit, Monitoring and ProgressRReviewsDivision, Ministry of PlanIimplementatiorand ParliamentanAffairs,

Sri Lanka (Ms NandaPiyaseeliAlhakone, Director, Mr V SivagnanasothyDeputy Director, and
Mr KulasabanathaRomeshunAssistantDirector) andMr S P ChandraSilva, anindependentonsultant.

Institutional Arrangements

The servicesofthethreeofficersof the Post-Evaluatiorunit, Monitoring and ProgresdReview Division,
Ministry of PlanImplementationand ParliamentaryAffairs, Sri Lanka(Ms NandaPiyaseeliAihakone,
Director, Mr V SivagnanasothyDeputy Director & Mr Kulasabanatha®omeshunAssistantDirector)
will beprovided atno costexceptdaily subsistencallowanceandtravel costsfor activitiesoutsidethe
duty stationandlocal travel costsinthe duty station)to the Ministry of FisheriesandAquatic Resources
Developmenty the Ministry of Plan Implementatiorand ParliamentanAffairs, through a Letter of

Understandingpetweerthetwo Ministries.

The servicesof Mr S P ChandreSilvawill beprovidedto theteamof consultantsby beingassigneds a
National Consultanty the FAO throughthe FAO Representatiom Sri Lanka.Mr S P ChandraSilva’s
Termsof Referenceareas follows.

Mr S P ChandraSilvaunderthe supervisionanddirection of the ProjectOperationsOfficer of RAPA,
FAO andin closeconsultationandcooperatiorwith FAO Representation Sri Lanka.BOBP, MFARD
andotheragenciesn SriLankaconcernedvith thedevelopmenandmanagemenof fisheriesshall assist
Mrs NandaPiyaseeiiAihakone,Mr V Sivagnanasothg Mr Kuiasabanathamomeshunof the Post
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Evauation 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 socia 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 effortsin 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 asper 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. ldentification of the information needs of MFARD and its congtituent 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.

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 agenciesincluding BOBP/FAO staff.

Reporting on all of the above in the form of a draft report.
a Discussion amongst Study Team (4+2 MFARD Nominees) and reporting.

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 Nationa Workshop
assisted by staff of BOBP.
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Annexure -2

Strengthening of the Monitoring & Evaluation Systemof
the Ministry of Fisheries & Aquatic Resources Development under the BOBP/FAO Workplan
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Annexure -3

ORGANOGRAM
Ministry of Fisheriesand Aquatic ResourcesDevelopment

I

I Secretary :
I

{I-Ion. Deputy Minist }
! Internal AuditI

L
AdditionalSecretary
(Development)

AdditionalSecretary
(Administration)

—

I LegaIConsuItan]

Special Projects Chief
Account SAS
I I T T T 1 1 I
Director Director Director Director SAS SAS Finance Administration
Planning’ Export FSD NIFT Dev. MCS Division Division
Monitoring J |Developmen
| T [ I
Planning& Exp. Dev. FSD NIET Subsidy
Monitoring Division Division & li |
Division Welfare —
Publicity MCS
Division Division
Departmen]
of
FARD
[ 1[_ I I 1
Chief D/D DID D/D D/D
Accountant Admin management Fish Industry FishQC
Accounts . .
Division Administration Management Industries QC
Division Division Division Division
DepartmenbfCoastConservation
NationalAquatic Research DevelopmeAtithority
CeylonFishenesHarboursCorporation
CeylonFisherieCorporation
Cey-Nor Foundation
NationalAquatic Researcl& Developmenagency
i
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Annexure . 4

Proposal M & E Arrangements for MFARD

Chairman <
CFHC —
Info.
CFHC Data

DataCollection -
Management >
Information Unit

[

v

HarbourManagers
or

CommunityOrganizations

| |

Datafrom Harbour
AnchoragesCommuniy -

MFARD
CMU-PlanningDivision

Director, DFARD
Data/Management
Information Unit

| l
DFEO

!

FI Extension

il

Field Enumerators
Data Collection

P —
—p

Info.

Data
.‘.__
R

Field data~-

Chairman
NARA

DG/NARA
Data Collection

Management
Information Unit

*

Field
DataCollection

Field data--

* Boat type andgear,boat movementsanddurationof voyage, newfish landings catch by
vessel variety; quality price, etc.

o Fisheries-relatethformationon craft,gear, licensingregistration,renewalsgetc., Fishety
resources dataBocial andlivelihood-relateddata;

«  Technical technological biological resourcesguality. Other scientificinformationonfish,
shellfish, ornamental fiskexports, 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 of MFARD
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Annexure . 5

Aquaculture Development Logical Framework Matrix

Hierarchyorobjectives

Objectively ventiabla Indicators

Means of verification

Key assumptions

God

= Increasenutritional statusandfood
securityofpeoplethroughincreased
fish supply

« Increasein employmentopportunities

m fishenes andfishenes-rel ated
activities.

« Increasdn Aquaculture Production

Pe capitasuppl of inland andaquacultue fish
increag from 1.8 kg in 19% to2.51 kg in 2004.

Incrementakmploymentin the Inland Fisheries
sector

~1999. 100
= 2000- 100

= 2001 -200
~ 2002 - 300
~ 2003 - 400
~ 2004 400
Annualincrementaemploymenbf 100in shrimp

farming 199 . 2004 o
Annualincrementakmploymentof 300 in fish

seedproduction:1999. 2004 .
Annual incrementalemploymentof 300in

aquaculturdive fish (including exportrade):
1999-2004.

Increasein exportsof Aquaculture fromRs.2.6 bn

in 1999toRs.6.6 bnin 2004.
Exportofshrimpfrom3,21intin 1999to

7,790mtin 2004.

Nutrition Sheet
Aquaculture Development
Authority

Socio-economisurveydoneby
theMinistry of Fisheneg
AguaticResources Developme
Labour Ministiy / Department
ofCensus& Statistics

DepartmenbfCustoms
CentralBank

Assumptionsto sustain goals
= The demandor inlandandaquaculture
fisheriesproducts continue

«  Therewouldbe no major diseaseutbreak
winch wouldthreaterthe production.

= No external interference for executiarf
regulations

= Policy commitmentoinland aquaculture
fisheries continues

~  Export market foaquaculturecan be
sustained evenith international
competition

Purpose

« Increasdn Aquaculture Production

Aguacultureproductionincrease fron80000MT

m 1999t051,000MT in2004
Stockof fingerlmgsin waterbodies

« Carp increasetrom 2.5 mnin 1999to 15 mn in 2004
« Thilapiaincreasedrom 0.5 mn in 1999to 5 mn in 2004

MFARD & Aquaculture
DevelopmentAuthonty

Assumptions to achieve goals

«  Acceptanceof localandforeignconsumers
is thereandsulfficient

= Financially attractive forthe activitiesto be
continued
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Hierarchyof objectives

Objectively verifiable indicators Means ofverification

Key assumptions

73 majorreservoirsto be stockedvith fingerlings

of Tilapia nilotica by 2004 , ,
163 mediumand3,280minor perenniateservoirs

to be stockedby 2004 .
Stockingof 7hill countiy reservoirshy 2004
Develop 32,500 haofuplandandow land

reservoirdnthe Mahaweliareaby 2004
Developing 100,000 haf seasonavillage tanks

~ Proper qualitystandardo ensurethe

sugtainability of the export market andto
ensureontinued acceptand®y thelocal

consumers

by 2004 . _
Numberof brood stockmanufactured/importdd -~ Customs
tons
Output _ Assumptions to achievepurpose
* DeVEIOpmeanaqua'nfraStrUCture Numberof Hectares/Units increasé®m =« MFARD «  Demandforinland fisheriesandaquaculture
(reservoirscapesponds, hatchery, to from 1999-2005 .
; exists
feed productiorcentres) i, . .
~ Seedproduction Waterareaunder seegroduction increasesom * MEARD = Willingnessof Farmersto involve in
, hain 199 to ha in2004 ~ NARA aquadulture
«  Developmanpower-extension Numbe of peopk contacte per extensim officer | MEARD
pe yeaincrease from in 199 to ~ NARA
. . N in2004
- Diseasepreventionactivity Occurrencesf diseaseeducedrom in |~ MFARD
1999t0 in2004 « NARA
InpultE bish f I Assumptionsto achieve output
~ Establishmendf anaquaculture i i -
. April 1999 AppointmentofDirectorGeneral | o, iiability andspecialized skil
developmenauthority & supportmgstaff ersonnel
» Regionalextensioncentres 12 nos.by Decemberl999 Directoré supportingstaff P
= Providingtraining to membersf Numberof programmes/persons ~ MFARD ~ Timely availability of funds
fisheriesco-operativesocietiesand «  Suitablelands,waterandingredients
village associationso producefish
seedfor stockingofreservoirs

<< |
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Hierarchy of objectives

Objectively verifiable indicators

Means of verification

Key assumptions

« Training and participation of estate
workersandaquaculture farmero
produce fingerlings fostockingof

seasonak perenmatanks
= Trainingon feed production

= Funds

= ExtensionServices

« 1999 Rs 1238 nm
= 2000-Rs.136.2mn

= 2001-Rs.149.8mn
«  2002-Rs.164.8mn
= 2003-Rs.181.3mn

= 2004-Rs.199.4mn

Recruitmenbf extensionstaffnos

by (year)

*

MFARD

Suitablelands waterandingredients




Logical Framework Matrix
Ceylon Fisheries Harbour Corporation

Hierarchy of objectives

Objectively verifiable indicators (OVI)

Meansof verification (MOY)

Assumptions

Overal Goal
«  Improve nutritional level ofthe

commur]itlv) -
~  Increasgob opportunities

Percapitaavailability of deep-sedish up from
3.42kgin 1999to4.5kg by 2004

An averageof 200job opportunitiesper yearfrom
1999t02004

Ministry of Fisheries: Statistical Department;
Census& Statistics
Departmenbf Census& Statistics

*  FortheSustain ability ofthe Goal
« Encouragemerto deep-sa fishing will

continue

«  Propermonitoringand management

2. Improve quantity of fish catch,
quality andhandling

1.2 Increasdn the numbenf deep-sedishing
craftsby 60 numbergeryearfrom 1999to
2004

1.3 Averagefishing dayspermonthincrease
from in 1999to in
2004

1.4 Averageturnaroundtime decreases
from daysin 1999to-daysin 2000

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

2.1 Quantityof fishlandedin safemethods
increase from mt in 1999 to

in2004

2.2 Exportquantity asa% oflandedfish increase
from %inl999to %in
2004

2.3 Quantityoffish wastedecreases from

in1999 to
mtin2004

Recordsofthe HarbourManagers

Recordsof HarbourManagerandconsolidated
reportsof theMFARD

Harbour Manager/Ministrpf Fisheries
Ministry of Fisheries/Departmenf Customs

Reportsof the HarbourManager

Reportsof theHarbourManager

Reports of the Harbour Manager

~ Increaseforeignexchange Fonegrexchangesarningsncreasefrom Departmentof Customs practicesfor theharbourareestablished
earnings Rs. mnin 1999toRs. mn in 2004

Purpose To achieve goa

1. Enhancing sustainable 1.1 Increasedasin areavith annualdredging Recordsofthe Harbour Managers «  Stable pricedor deep-sedish
exploitation of deep-sea fishery reducedrom mt in 199810 «  Assuredmarket fordeep-sedish
resources mtm2004

*

Consistengjovernment policy
Increasan thenumberof usersofthe

harbours

*

*

Costrecoveryfor the servicesprovided
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Hierarchy of objectives

Objectively verifiable indicators

Means of verification

Key assumptions

3. Reducing environmental effects
a 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 of the harbours

Reports of NARA
Reports of NARA

Records of theHarbour Managers

Output

Fisheriesharbours giving safe
shelter for the fishing boatsand
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 todo deep-sea
fishing

« Fishermen’s willingness/ability to pay for
the services

~ Acceptance to close gate policy by the users
of theharbour

[nput
« Technical inputs

~  Materid
« Funding

Funding during theperiod of 1999-2004
Foreign - Rs.5097.4mn
Consolidated - Rs. 919.4mn

Reports of the Ministry to the Parliament

To achieve output

«  Timely availability of necessary permits
~ |deal geographical locations available

~ Availability of technical know-how

« Timely procurement

« Timely recruitment of consultants/staff
= Commitment for funding




Logical Framework Matrix

Negombo SpeciaArea Management Project

Hierarchy of objectives

Objectively verifiableindicators

Means of verification

Key assumptions

Goa
Sustainable fisheriedevelopment through
community-based management

= Improvedincome

~ Improved fishproduction
~ Less state involvemerih management

«  Consumptiorpatternof the
community

= Catchdata
= Lessdemandor statefunds

Communitywill continue witithe
participatory managemesystem

Purpose
Sustainablenvironmenin the Negombolagoon

Organisedishing community

Responsible fishing

«  Increaseof areaofmangrove
vegetation o

~ Waterquality monitoring

Speciecompositionoffish catchof the

fisherysocieties

= Declineinthe costof lawenforcement
«  Decreasén thefish catchof endemic

species

= Surveys
= Research

Numberof casesdetected

Skilled personnebnd laboratoryacilities
available

Participationof fishermerhigh
Conflictresolution mechanisravailable
Supportfrom governmentagencies
forthcomingin atimely manner

Output
EstablishFisheriesManagemenCommittees

Relocationof mechanisetboats
Relocationofencroaches
Protectionof mangrovevegetation
Area demarcation

Numberof committees, membership,
attendancé& activeparticipation

Numberof vesselainchoredutside
Numberof families resettled
Speciesandarea protected
Surveyplans

= Datacollection

= Surveys
~ Observation

~ Catchdata
«  Availability of plans

Willingness ofthe encroacheso be
relocated

Value of mangrovevegetation accepted
Willingnessofthe communityfor resource
management
Backgroundnformationavailable
Community-baseananagementonceptwill
be acceptedy thecommunity
Understandingf pollution driventhreat




Hierarchyof objectives

Objectivelyverifiablerndicators

Meansof verification

Key assumptions

Input

Awareness programmes
Socio-economiand biologicalsurveys
Determiningalternativeanchoragdacilities
Preparatiorof surveyplans
Determininghighly protectedareas
Managemenproceduredor vegetation
Introductionof fisheriesregulations
Identification of alternativehousingschemes
Developingsound disposasystem
Establishing projectnanagementffices

Numberandtypeof programmes *
Numberof surveysandfmdings *
Numberof locationsand capacity
Survey fmdings

*

Timetakenfor theintroductionofregulations
Numberof families relocated

Numberof complaints fromthe community
Numberof staff

Informationsystems
Government charts
Data collected

Fisherywill be participatoryactivity

Surveyorsare equippedwith necessary

knowledgeandskills
Suitabléocationscould be identified and

thereis positive responséor the locations

Political support

Availability offunds

Fundsandloans areavailable

Consultantsandskilled personsavailable




Logical Framework Matrix
Diyawara Gammana Programme

Hierarcly of objectives

Objectivel verifiableindicatos

Mears of verification

Key assumptions

Goa
Upliftmentof the socialconditionsof
fisherfolk

= 9% of fisher families having permanent houses

Survey by Ministry of Fisheriesand
Aguatic ResourcePevelopment

Fisherfolkarewilling to construct permanent
dwellingsandusesanitaryfacilities

Purpose
Community-managed housirggheme

Cordialrelationshipamongthe fisher

= % childrenpre-schoolchildren increase
« % of peopk savirg increases

~  Savingsamountincreases
= % ofmalnourisheahildren decreases

Number ofjoint meetingsamongstiisheries

Schoolattendanceegister

By survey

Banksin the community

Child HealthDevelopment
Report GramodayeHealth Centre

Continuougepaymenbfthe loan

Establishmenof Diyawara Village
Complex

EstablishingScheme Management
Companies

= NumberofDiyawaravillages established

«15,000housesonstructed durind.999. 2004

~  Facilitiesestablished
= CommunityCentre

«  Pre-school

« Healthcentres

«  Cultural centre

~  Salesoutlets

« Library

« Accessroads

= Bankingfacilities

« Waterandelectricityinfrastructure

«  Playground
Numberof Scheme Management Companies
established

RegisterediillagesunderDS office
ProjectOffice

Registered companiextthe MIFARD

societiesandother societies societiesand othersocietieperyear Recordofjoint meetings Jointmeetingsvould improveserviceso
Communitydevelopment fisherfolk
Output

Fishermershowwillingnessto construct
houseswith the material assistancgrovided
Fishermemepayloansprovidedto themas
envisaged

Adequateparticipationby fishermenin
managemenéctivities
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Hierarchyof objectwes

Objectively verifiable indicators

Means of verification

Key assumptions

Input
Socio-economisurvey(baseline survey)
Awarenesgreation programmes
Suitable lands fathe constructionworks
Funds(local andforeign)

Building materials
ProjectOffice

Preparatiomf the socio-economisurveyreport
Numbef awarenesprogrammes

Acreagenflandresaveby the Divisional Secretary

Local - Rs.1,543 mn

Foreign. Rs.375mn

QuantityofBuilding Materials

Numberof staff

Identification oflandandbeneficiaries

District landregistraroffice
Governmengstimates

Amountspent for buildingmaterials
Requiredstaff

Necessamyanpowerandfundsaremade
available
Availability of land
Availability of Governmenfunds

Availability of building materialgn time
Availability of qualified persongindtheir
willingness




Logical Framework Matrix
Fisheries Sector (Quality)

Therarthy of objectives Objectively verifiable indicators (OVI) Means of venfication (MQOY) Assumptions
Overall Goal , ] For the sustainability of Goal
+ Maximumusageofmarine resources(l) |ncreasen fish catch especiallydeep-sedish Reportsof the Departmenbf Fishenes Fishcontinuesto be astaple fooddueto its
~ Improvenutrientvalueof diet of Increasedhvailabilityof fish for consumption affordability
St Lankanconsumers _
+ Improveliving conditionsof fishermen | ovedaveragepricesfor fish Sri Lanka'sfish continuesto be acceptedy
andfish traders internationabuyers
Purpose R To achieve goal
- Supplyof hygienicfish/fish product ~ Numbe of boas withmoden fish storing Departmenbf Fisheries The consumers wouldemandyuality fish
icing facilitieson boardthe vessel
~ Amountof wastefish handledby Fishery FisheryHarbourManagers Improvedfish quality improvesevenue
Harbourgeduced
~ Improvedexportvolume Departmenbf Customs
Output o To achievepurpose
= Trainingon newfishing methods, Numberof people trained Nationallnstitute of Fisheries Thosewho aretrainedarewilling to
equipmen@nadransport implementthem
- Facilitiesatthelandingsitesimproved | nymberof sitesimproved CeylonFisheriesHarbourCorporation Thefacilities developed wilbe exclusively
- water usedby fishermenandtraders
~ice Creditfacilities providesufficientincentive
- fuel supplies forthose trainedoparticipatein these
_storage facilites activities
- Establishmenof credit facilities Seedfund amountandparticipating credit
institutions commissioned
Input . S To achieveoutput
- Consultantandtrainersfortrainingin - | Numberrecruited Ministry of Fisheriesand Aquatic Those engageih fishing & fish marketing
the useofnew fishingmethods Resource®evelopment will attendtraining programmes
F_longline,etc.)and equipment
» Funds n , Amount -do-
= Studieson facilities andimprovements | Numbers do-
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