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Summary
1.
Background


Under the JIWMP, Water User Associations of irrigator-farmers (WUA – Gabungan Perkumpulan Petani Pemakai Air GP3A) were established and empowered at the secondary irrigation canal level.  They comprise 1,500-4,000 farmer members.  The empowerment implies (1) legalization/incorporation of the association (which was not allowed by the government until 1998); (2) a licence to collect, retain and manage fees for the system maintenance (hitherto such fees could only be collected by the local tax collector), and (3) formal transfer of the operation and maintenance authority and responsibility for the secondary and tertiary canal system.  This empowerment intends to increase the farmers’ sense of ownership over the irrigation infrastructure, and get them strategically and financially committed to improved management of both the water itself and of the infrastructure.  This approach was introduced in 1998 but got well underway since 2000.


Such program typically is implemented by involvement of the GP3A through the participatory approach, in the process of irrigation system rehabilitation starting from design, through construction, and leading into operation and maintenance which normally would be undertaken by the GP3A.  Central Java, one of the participating provinces, in addition introduced this participatory approach late 2000 in the tendering process for the construction/rehabilitation contracts, the construction supervision and in the final handing-over of completed works from the contractor to the owner (district government).  


In 2000, participative construction was introduced.  Participatory construction followed three models: (a) the contractor sub-contracts a portion of his package to the GP3A, normally 10-15% of contract value, (b) the GP3A representatives are involved in the tendering process and in the final handing over of completed works, and (c) the construction package is contracted directly to the GP3A, based on unit prices and a negotiated contract.  There is also a variant in model (b) in that the GP3A representatives are formally requested by the project management to participate in the construction supervision as well.  In 2001 in Central Java, small-to medium size contracts (around $4,000)
 for a total value of Rp 1,894 million (approximately $190,000) were assigned directly to the GP3As.  In that year, a total contract value of Rp 7,939 million (approximately $800,000) was awarded to contractors after tendering, in packages averaging $40,000, of which some 10% was executed in a participative way.

2.
Objective

This survey aimed at deriving lessons from the participatory construction experience in Central Java in terms of cost and quality of works, and satisfaction of the end users.  The original hypothesis was that works would be of higher quality when executed by contractors under contracts that had been awarded by tender committees on which the GP3A had a seat.  The underlying assumption is that such participatory arrangement increases transparency and accountability, and lowers the risk of collusion.

3.
Survey Method

Numerous pieces of construction under five “contract packages” in five irrigation schemes in three districts were sampled.  The sample reflected the participatory approach (which was started in 2000 and became important in 2001), the non-participatory contract awarding (which was still implemented after 1999), as well as the “traditional” non-participatory contract awarding of up to 1999.  The sample covered some 10% of the total awards in Central Java under the project in 2001.  The survey was based on in-depth interviews with GP3A, contractors, and project staff, including project manager, tender committee, and site supervisor.  Contract documents, including those relating to the procurement process of the selected sites were reviewed to compare the cost and transparency of procurement process.  Site observations were conducted to assess the quality of the product. 

4.
Cost and Quality Comparision Between The Participatory and Non-Participatory Construction 
Cost.
The major items in most contracts are fairly comparable stone-masonry works for canal lining, and rehabilitation of weirs.  The unit prices that could be compared easily concerned mainly the cost of the stone-masonry, with a specification of 1:4 Portland cement and sand.  Variation of the unit prices was caused mainly by the difference in local labour costs, the distance over which materials needed to be hauled, and the degree of field difficulties.  There is no systematic distinction between the unit prices in the participatory and the non-participatory contracts in 2001.  However, the cost saving in the participatory construction model c and in the sub-contracted packages is systematic and significant.  The GP3A, in general, could exceed the originally agreed work volume by 10 to 20% for the same price.  Nonetheless, the GP3A reported that they could in addition keep some of the savings from the contract payment, which they then spent on maintenance in the system. 

Quality.  The site observation did not allow to conclude whether the quality in participatory construction is better than in non-participatory construction in 2001.  However, the quality of all works was systematically better in 2001 than in 2000, and even more so when compared to works executed in 98-99.  

Non-Technical Aspects.
The involvement of GP3A in the participatory construction clearly supported the acceleration and timely delivery of works in the field.  This related to many factors such as (1) effective socialization of the project with the community prior to construction, (2) smoother provision of labor, (3) acceptance by the local community to use the village roads for transport of material, and dewater the canal for construction.  The interviewed contractors confirmed their satisfaction on this condition.  In addition, the contractors also reported that social control of their performance has increased greatly sine one-two years.  


The satisfaction of the neighbor communities also was found to have increased, because of more confidence in the transparent procurement process, the possibility for formal and informal site supervision, and the acceptance of the contractors’ works.  This was reported to give a positive impact on the communities’ participation in the system management especially in operation and maintenance.  

5.
Conclusions


The positive impacts of the GP3A involvement in participatory construction are (1) the creation of a more transparent environment enhancing accountability, (2) better quality of works, (3) more volume of works completed for the same cost, and (4) improvement of GP3A’s finance for O&M.


It could not be concluded that GP3A involvement in the tender process and in the construction supervision has a significant direct impact on the performance of the contractor.  


Indeed, field observation showed that the quality of all works in 2001 had improved compared to 2000 and before.  Contractors, GP3As and local project officers reported that this was the result from a sharply increased social control over the contractor by the GP3As since late 2000.  Thus, GP3A participation in the tender process had become only one practical way to improve accountability and performance.


Where contracts were directly assigned to GP3As, systematically better quality was observed in the field.  Moreover, the volume of works that could be completed by the GP3As exceeded 10 to 20% the volume originally agreed in the contract.  Yet, the GP3As could still keep some saving for their O&M purposes.  Furthermore, the direct assignment of contracts to GP3As has shown to improve their overall sense of ownership over the irrigation infrastructure, and to improve their technical and administration skills.  This in turn is observed to give significant impact on their willingness and capacity to conduct proper operation and maintenance after construction is completed.  The economic lifetime of the infrastructure is possibly 2-4 times longer, reducing the rehabilitation costs in the future and increasing drastically the reliability of the supply of irrigation water.  This participatory model is clearly far cheaper, and its Economic Rate of Return could greatly exceed that of the other models.

� Study conducted May/June 2002 by Ir. Setyo Maharanto, independent consultant.


� In other places such as Kab. Cianjur, West Java, the packages were larger.  In one Cianjur scheme in 2001 the Gabungan was awarded three packages of each $20,000, which were all completed before November 2001.  All the conclusions of the Central Java audit are equally relevant for this case.
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