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	IRRIGATION SERVICE CENTRE
KOMPONG THOM


MINUTES OF THE FIRST STEERING COMMITTEE MEETING
Venue:

Kompong Thom ISC office


July 16 2009 - 8 am
Attendance:
· Mr. Khim Sophanna, CEDAC Steering Committee Member

· Mr. Seng Sophak, CEDAC Farmer and Water Program Officer

· Mr. Antoine Deligne, GRET ASIrri project coordinator

· Mr. Tang Sophat, GRET ASIrri project advisor

1. Validation of the Coordination Committee members

Presentation of Sophat as an advisor for GRET under contract for 20 days / year. 

Proposal and agreement to modify the name of the committee into “Steering Committee”, indicating clearly that this committee is taking project management decisions. One committee involving authorities, government and donors will be named Coordination Committee. Current donor involve only AFD for the time being.
The Steering Committee will meet every three months.

Discussion about the different options in term of ISC institutionalization: 

Public Private seems difficult and there is no such status available to our knowledge. At present FWUC are too weak to participate directly in the ISC management. The creation of a FWUC network aims at building their capacity to intervene at higher level, but what will be their intervention is still under question. We (CEDAC and GRET) think that the most appropriate and easy status would be the non profit private organization. Under this status, the real question is what will be the organization of the ISC. What will be the composition of the Management Board? 

2. Signing of the Partnership Agreement between GRET and CEDAC
Confirmation that the document has been signed by Dr. Koma and one copy will be sent to GRET very soon.
3. Presentation of the MoU proposal to be submitted to MOWRAM
Agreement to submit this document to MOWRAM, no modification proposed. 

4. Presentation of the newly recruited team and responsibilities
Team organizational chart

Kanhnha is in charge of local project accounting follow up (cash box, bank and fund requests) and local ISC representation with the support of Sophak. The organization is made quite flat to allow progress among the staff and evolution according to the capacities.
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According to Sophak, this organization is not giving enough autonomy to the ISC. He fears that in term of ownership by the staff and in term of capacity, the ISC will not be sustainable at the end of the project. On the contrary of the FWUC of Stung Chinit building process, he recommends to think from the very beginning about the expected organization of the ISC as an independent organization and may be to have one ISC director or somebody who is entitled to sign contract for the ISC. Sophanna agrees, but consider that we can take some months to think about the future organization. 

Antoine proposes to link this discussion with the question of the future management board of the ISC.

This point will be put to the agenda for the next Steering Committee. 
5. Validation of the project name in Khmer and English and of the logo
Agreement for the Irrigation Service Centre Project (ISCP) in English and mCÄmNÐlpþl;esvakmµFarasaRsþ in Khmer.
Discussions about the logo: 3 propositions will be discussed again with the designer. The Khmer name needs to appear. All staff should agree about the logo final choice, it is very difficult to change later on.
Materials such as stickers, leaflets will be made with the logo.

It is proposed and agreed to build a webpage for ISC on the CEDAC website. 
6. Activity report for the first semester
See the attached report and table.
Presentation of the activity report by Sophak. 

Presentation of the selected schemes for further assessment and service study. 

The FWUC platform organized by CEDAC with funding from M-Power project based in Chiang Mai has met in April 2009. The main purpose of this network is to help FWUC to exchange experiences and to create advocacy capacities toward the government. The last meeting report will be transmitted to Antoine. The project can also fund and support these meetings, but for the moment M-Power funds are sufficient. These FWUC meetings will be held every 3 months. Next time, Antoine should be informed in advance and Sophak should participate. 
7. Proposed starting strategy / methodology for the ISC

See the attached document.

The investment fund is an old idea already discussed long time ago between CEDAC and GRET.  This idea to create a revolving fund with the 40,000 Euros from ASIrri project is agreed, but needs to be approved by IRAM and AFD. The main problem with this kind of fund is the reimbursement mechanism. We have to identify other similar experiences with farmers’ organizations and we have to be careful about the legal aspects of loans. CEDAC and 2 FWUC (Kg Speu and Kampot) are currently negotiating for such investment. 
What do we do if PDOWRAM ask us to create a new FWUC? The current strategy for the ISC is neither to replace nor to substitute PDOWRAM or MOWRAM in carrying out their duty. Creating FWUC is their job. ISC should not fund PDOWRAM to form and train FWUC, but the reverse could be considered (?). FWUC themselves can consider paying PDWORAM staff for supporting the official recognition process. It is very doubtful that PDOWRAM will ever fund ISC to implement some work. Sophat considers that in some case it could be possible to ask PDOWRAM to fund some infrastructure maintenance or rehabilitation to the FWUC or other kind of support if ISC capacity is strong enough to provide such services. It needs to be discussed with PDOWRAM.

8. Activity plan for the coming six months

See the report.
It is proposed to organize the inauguration of the ISC around end of September inviting the local authorities, the Coordination Committee members and the FWUC and commune representatives of the selected schemes. 

A workshop including all stakeholders about “Experience in supporting FWUC” will be organized beginning of next year. 

9. Proposal of Steering Committee members and TOR (or status?)

The proposed Steering Committee will be indeed the Coordination Committee meeting once a year including AFD, MOWRAM, PDOWRAM and one member of Provincial Council (the one following irrigation development), plus GRET and CEDAC. 

From MOWRAM side, we would like to involve the TSC and the PIMD department. They have good relationships and the TSC director is working closely with HE Veng Sakhon. To favor good exchanges between all stakeholders, we will keep the meeting at the level of department and direction directors.

The purpose of the Coordination Committee will be to review project progresses, strategy and relationships with local authorities and government agencies and to provide advices to the Project team.   The Coordination Committee will have no decision capacity on project management and methodology.

Following the signature of the MoU, a letter will be sent to the Minister asking him to nominate two staffs from MOWRAM for project follow up, one from Technical Service Centre and one from PIMD department. Before submitting this request to MOWRAM, we will meet with the directors (or deputies) to ask them to participate to the Project Coordination Committee. 
10. Fix the date for the next Steering Committee meeting

The next meeting will be organized during Patricia Toelen mission in September or October.
11. Points not discussed
What will be the CEDAC mission for this year?

Presentation of the ISC at the next TWGAW
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