MINUTES

of the workshop

«Improving of Integrated water resources management in Ferghana Valley. Results and prospect».
                                                                        October 4-7, 2004 







                                     
Location: ICWC Training Centre 

4 Karasu-11, 700187 Tashkent, Uzbekistan
Building of BWO “Syrdarya”
The agenda:
1. 
 Discussion of work results on the project for 2002-2004
2. 
 Received lessons
3. 
Coordination of works on the project before its completion in April 2005
4. 
Proposals for perspective development of works on IWRM principles realization.
Workshop participants have considered reports of leaders and key executors on separate components of the project concerning agenda issues. Workshop participants came to the following conclusions and solutions during discussion of all speeches: 
1. 
 The most important achievements as a result of works on the project for 3 years: 
On “Pilot canals” component 
· Creation of IWRM concept paper
· Transition to hydrographic principle of pilot canals work (institutional measures on CMO establishment). 
· Realization of public participation principles (CWC establishment and management). 
· Improving of water-distribution plans and tools of their updating. 
· Improving of control and water-measuring system along main canal. 
· Increase of level of stability, reasonability and equity of water-distribution along the canal.
On “WUA” component 
· Creation of IWRM principles concept at WUA level. 
· Establishment of WUA by hydrographic principle in Uzbekistan and Tajikistan where water-management organizations are as WUA co-founders.
· “Guideline on realization of integrated water resources management principles at WUA level”.
· Drawing up of water use plans on outlets within WUA in view of water-users demands.
· Organization of water-measuring system at on-farm network of WUA (investigation of canals and outlets of WUA, production and constructing-and-mounting works of water-measuring system means, certification and passportization) introduction of triple water-measuring system in points of water-users outlets.
· Organization and introduction of water-distribution by water-users demands.
· Involving of water-users in management process of WUA and their participation in water-distribution.
· Mechanisms of water disputes resolution were developed.
On “Productivity of water and land” component. 
· Characteristic lacks of agriculture conducting were established on the basis of irrigation for a pilot zone. 
· Recommendations have been developed and work on irrigation management was carried out with the purpose of increase of water and land productivity. 
· The productivity of irrigation water has increased from 30 % up to 95 %, the productivity of crop capacity was increased from 4 % up to 54 % for three years at demonstration sites.
· Works on sustainability of achieved results at demonstration sites and dissemination of project experience among farmers located in the immediate vicinity were carried out. 
On information system
· Key counterparts of the project were equipped with means of computer communication joined in united network of the project.
· Designing of MIS including sections “Database”, “Modelling” and “GIS” was completed.
· The system was established in pilot Canal Management Organizations and WUAs.The information system allows to automatize many operations on scheduling of water use, water-measuring system and analysis of water-supply.
· The local staff is trained to skills of MIS work and its use for operative needs. 
2. A number of initial assumptions on realization of IWRM principles in the beginning of the project turned to mistake, namely:
· Articles in CWC Statutes where the following was provided: 1) CWC can be non-legal entity; 2) financing of CWC activity is carried out due to means of CMO. 
For today it is clear: 1) CWC should have the status of the legal entity; 2) CWC should be financed owing to obtaining of means of stakeholders (CMO, water-users, donors).  
· It is necessary to recognize as neglect that issues of water-distribution have been solved not in coordination with problems of land improvement, ecology, drinking water supply.
· It was supposed shirkat farms being main members of WUAs, will be solvent ones.
· It was considered that in the farms uniting WUAs, water-distribution has been carried out on the basis of water use plans.
· The initial concept of information system which has proposed general integrated management of canals and WUAswas fallacious. As a result IS of WUA and IS of Canals are independent that has allowed to take into account the specificity of these levels of hierarchy.
3. The following problems arose in the organization of works on the project were marked: 
· Weak coordination of works between components of the project. 
· Slipshod connection between regional group and executors on places (irregularity in work of e-mail). 
· Regular back pay in 2003. 
· Problems with crossing interstate borders (people, transportation of the equipment).
· Legal problems on WUA:
· Absence of the flexible legal norms differentiated for the different states on various directions of WUA activity.
· Insolvency of WUA members at payment of the current fees.
· Insufficient provision of water-regulating constructions.
· Lack of experienced personnel in WUAs.
· Lack of material and technical basis in WUAs.
· There is no opportunity for WUA to receive privileged credits.
· Water-users have weak knowledge in water use.
· The weak attention is paid to issues of land reclamation in WUAs.
· The problem in use of Collector Drainage Waters (CDW) and overflow waters (their account, quality, actions on neutralization of their negative influence).
· Absence of corrected information in WUA concerning land belonging to the certain hydro-modular area.
· The problem of differential rate on payment of WUA services at use of fresh water and CDW.
· The problem of farm consolidation in WUA “Japalak”.
· The problem of crops placing at irrigation sites.
· The organization of associations of households     .
· It is not regulated electronic and telephone communications in WUAs “Zaravshan” and “Akbarabad”.
· Financial limitation of farmers.
It is necessary to take into account the given problems for the further works on realization of IWRM principles in practice. It is necessary to find solutions for some questions at state level.
4. There is some interest from the direction of water-users and water-management bodies in IWRM Concept:
· Water-managers in a zone of pilot canals perceive and approve IWRM Concept. 
· Water-users in a zone of pilot canals as a whole understand the principles of IWRM not in full, but give support to general line of the project. 
· Water-users of tail part of the canal have been interested by principles of IWRM and supported it.
· Water-users at WUA level have perceived IWRM Concept with interest. Consolidating of newly arisen small-scale farms in WUA by hydrographic principle allows WUA to interact with Canal Management Organization expressing interests of all water-users, to involve water-users in management process by water resources. 
· Farmers completely support and perceive the measures promoting increase of water and land productivity.
5. 
 It is necessary to solve the following issues before project completion (April, 2005): 
The general issues:
· Preparation of all necessary tools and guidelines as well as recommendations for all levels of hierarchy, including the order of water-allocation, drawing up of water use plans and their updating, hydrometry (norm of supply and recommendation on equipment), social mobilization, management and use of Data Base, etc.;
· The analysis of financial parameters of management and efficiency;
· To analyze dynamics of water-supply, stability and equity of water-distribution on all levels of hierarchy;
· To present recommendations on improvement of legal documents to decision-making authorities of the countries;
· The publication of project results in mass media;
· To develop proposals concerning economic mechanisms of interest at all levels of hierarchy in water saving including CMO and WUAs;
· To ask the Ministry of Water (water and agricultural) Management to find funds for hydro-modular zoning of pilot canals area;
· Involving women in the project.
At canal level
· To draw up legal registration of CWC and solve questions of partial self-financing of CWC. It is necessary to involve National Coordinators of the project in solving of mentioned problems. 
· To carry out social mobilization among water-users in a zone of pilot canals on involving in CWC stakeholders, especially from households, industrial enterprises and cities in a zone of canals; to assist with establishing of Associations of households at these canals. 
· To activate dissemination of IWRM principles and results of project work in local mass-media. 
· To carry out social polls - what kind of training is necessary to CWC members and workers of CMO.
· To analyze financial parameters of CWC.
· To carry out dynamics of water- supply parameters.
· To continue work on ordering of work schedule of pump stations (SFC, AAC).
· To give proposals on creation of legal base for CWC functioning.
· To carry out workshops with workers of CMO and members of CWC.
At WUA level
· To carry out repair of canals in WUA “Akbarabad” at the expense of means of water-management bodies. 
· To finish the marked plan of works for the current year, namely:
o 
 To finish work on “Guideline concerning water-distribution at WUA level”;
o 
 To finish scheduling of water use on three pilot WUAs for inter-vegetation 2004 - 2005;
o 
 To elaborate “Recommendations on flexible legal regulations” according to received comments from structures of Minselvodkhoz of three countries and complete “Recommendations” for introduction;
o 
 To carry out social mobilization and on its basis grouping of water-users on each outlet from distributing canal with the purpose of responsibility increase of average WUA members for water-distribution and its use; to use traditional practice of work (“aryk-aksakal” and small canals);
o 
 According to this base to work through procedure of demands collection for water delivery from water-users;
o 
 To carry out mobilization of water-users on increase of payment collection degree.
At farm level 
· Improvement (development of simplified) method of definition of norms and terms of irrigation and its dissemination among farmers of pilot WUAs.
· Development, introduction and dissemination of water-saving methods among farmers of pilot WUAs.
· Development and dissemination of recommendations on updating of water use plan of farms in pilot WUAs on the basis of soil - reclamation conditions studying of these farms.
· Development and dissemination of practical recommendations on increase of level and quality of carrying out of agro-technical measures in farms of pilot WUAs.
· Creation of pilot variant of extension service on the basis of pilot WUA in Uzbekistan and Tajikistan and existing extension services in Kyrghyzstan.
Information system
· To finish system at a level of canals and WUA to practical use by forces of local workers for making easy of daily operative work on questions of water-allocation and analysis of water use.
6. Directions of further development of project activity on realization of IWRM principles: 
· To carry out modernization of pilot canals and capacity building of CWC (solution of CWC financing issues). 
· To provide increase of public participation (to get authoritative persons - aksakals, women, clergy to take part in CWC work). 
· To cover by the project all system of Hodja-Bakirgan say (Tajikistan, Kyrghyzstan)
· To disseminate experience of the project to canal Yakkalik (Kyrghyzstan).
· To finish transition to hydrographic principle at SFC (Uzbekistan).
· To consider issues of water-distribution in coordination with issues of land improvement, ecology, drinking water supply.
· Hydro-modular zoning of irrigation lands subcommand to pilot canals.
· To get the state support for rehabilitation of on-farm HMS (hydro-meliorative system) in pilot WUA “Akbarabad”  (Uzbekistan) and WUA “Zaravshan” (Tajikistan) and creation of material and technical basis for WUA.
· In the future it is necessary to tackle the following issues in real earnest:
o 
dissemination of experience on development of WUA in all Fergana Valley;
o 
reclamation services rendered by specialized reclamation services of water-management organizations to WUA and WUA water-users;
o 
provision of incentives of water-savings in WUA;
o 
establishing (within BWO and Gosoblvodkhoz) special subdivisions on WUA support.
· To organize monitoring of water-distribution between water-users in WUA.
· To enhance the responsibility of water-management organization to WUA for supply of contractual volumes of water.
· Actual water-distribution should be based on strict conformity with water-users demands.
· To determine functional duties of WUA and inter-farm specialized structures on management of collector-drainage network.
· To provide sustainable telecommunication.
· To promote realizations of flexible legal regulations developed in Project “IWRM-Fergana”.
· To elucidate results of works “IWRM-Fergana” in mass-media.
· To organize work on social mobilization in WUA “Japalak” with the purpose of integration of   small-scale farms.
· To create extension service on all aspects of management, use of water resources (technical, agromeliorative, economical, legal, marketing, etc.).
· To extend training activity and deepen works on social mobilization for strengthening of IWRM principles at various levels with involving of mass-media.
It is solved to prepare and carry out workshop with all stakeholders for formulation of the program and structure of works for the following stage of the project in February 2005.
Workshop participants have to take notice of requirement of Swiss Agency for development and Cooperation (SDC) that development of the project should be accompanied by obligatory monitoring from the direction of coordination regional group SIC ICWC. Authorities of Project Steering Committee should be prolonged to the following stage and disseminated as well to activity of system automation.
