
[image: ]
[image: ]
 

WORKSHOP REPORT
National Stakeholder Consultation on El Niño Preparedness in Sri Lanka
July 2026
El Niño Stakeholder Consultation Report	

Giriraj Amarnath and Niranga Alahacoon   


Table of Contents
Summary	2
Introduction	2
Objectives	3
Stakeholder Consultation Proceedings	3
Welcome Remarks	3
Opening Remarks	4
ENSO Status and Seasonal Outlook — Department of Meteorology	5
Water Resources Status and Seasonal Operation Planning — Water Management Secretariat	6
Sector Updates	7
Introduction and Overview of the ENSO Tool — IWMI	9
Live Demonstration — Satellite-Based Monitoring and Impact Analysis	10
Interactive Discussion and Feedback from the Experts	11
Way Forward	14
Action Plan	15
Closing Remarks	16
Vote of Thanks	16
Annexures	16
Annexure 1: Consultation agenda	16
Annexure 2: Participating organisations	16

National Stakeholder Consultation on El Niño Preparedness in Sri Lanka
[bookmark: _Toc236132983]Summary
Sri Lanka is entering a confirmed El Niño event that, on current model consensus, is expected to strengthen through the final quarter of 2026 and to persist for more than a year. Against this background and in response to speculation circulating on social media the Disaster Management Centre (DMC) convened a national stakeholder consultation bringing together technical departments, line agencies, United Nations agencies, humanitarian organisations, the private sector, and all 25 districts joining virtually.
The Department of Meteorology confirmed that weak-to-moderate El Niño conditions are already present and that most global models converge on a very strong event by October–December 2026. The near-term outlook is drier-than-normal conditions through July and August, enhanced rainfall from September through December, and a heightened risk of dry conditions from February 2027 onwards, particularly in the first inter-monsoon of March–April. The Water Management Secretariat reported that current storage is adequate approximately 50–60% across the major systems, with the Moragahakanda–Kalu Ganga additions providing a buffer that did not exist in 2016 but showed that the 2026 rainfall trajectory closely tracks the 2015/16 analogue, in which the deficit propagated into the following Maha and Yala seasons. IWMI presented the ENSO tool, which consolidates more than 50 live global indicators with satellite-based monitoring of reservoirs, soil moisture, dry spells and heat stress, and links these to anticipatory action protocols and bulletin generation.
The discussion converged on a single structural problem: the information base is technically strong but institutionally fragmented, and it is not yet being translated into action on the ground. Participants agreed on a coordinated mechanism a standing monthly stakeholder committee, a consolidated bi-weekly national bulletin published through the DMC, designated agency focal points, a common data submission format, and district-level scenario-based preparedness plans feeding into a national El Niño action plan. Sectors flagged for inclusion beyond water and agriculture were drinking water and groundwater quality, energy demand, health (heat stress, dengue, leptospirosis), livestock and fodder, education (the Advanced Level examination during the heat peak), outdoor labour in the plantation and construction sectors, and wildlife and human–elephant conflict.
[bookmark: _Toc236132984]Introduction
El Niño–Southern Oscillation (ENSO) events are among the strongest known drivers of seasonal rainfall variability in Sri Lanka. Historically, strong El Niño events 1982/83, 1997/98 and 2015/16 have been associated with a suppressed south-west monsoon, an enhanced second inter-monsoon in October–November, and a pronounced dry period in the following year that has repeatedly disrupted the Maha and Yala cultivation seasons, hydropower generation, and rural drinking water supply.
In July 2026, the Australian Bureau of Meteorology’s relative NINO index recorded 1.74 °C, well above the 0.8 °C threshold, confirming the onset of El Niño conditions. NOAA assessed a greater than 80% probability of a very strong event between October and December 2026, and model agreement on the trajectory is unusually high compared with recent years. At the same time, unverified projections and alarming claims began circulating on social media, creating a risk of public confusion in advance of any coordinated official message.
In response, the Disaster Management Centre convened this national stakeholder consultation at short notice. The meeting was held bilingually in Sinhala and English to accommodate international partners, with all 25 District Secretariats and District Disaster Management Coordinating Units (DDMCUs) linked virtually. A Cabinet-approved committee has been established to monitor the situation and issue policy direction, and the Director General of the DMC sits on that committee; the technical inputs from this consultation are intended to feed that process.
The consultation follows the official launch of IWMI’s AWARE platform in May 2025 and builds on the anticipatory action roadmap developed with the DMC and partner agencies. It is the first of a planned series of recurring national coordination meetings that will continue until the ENSO event has passed.
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Participants at the national stakeholder consultation on El Niño preparedness, convened by the Disaster Management Centre. (Photo: IWMI)
[bookmark: _Toc236132985]Objectives
The national stakeholder consultation concentrated on the following key objectives:
Establish a common, technically grounded understanding of the current ENSO status and the seasonal outlook for Sri Lanka, and counter unverified information circulating in the public domain.
Review the preparedness level and current status of each stakeholder agency, including reservoir storage, water allocation planning, energy generation capacity, drinking water supply, and health sector readiness.
Identify the cross-sectoral risks associated with the projected El Niño trajectory, extending beyond irrigation and agriculture to energy, health, livestock, education, labour and wildlife.
Agree a coordination mechanism for consolidated information sharing, including a recurring stakeholder meeting, a national bulletin, agency focal points, and a standard data submission format.
Initiate the preparation of district-level scenario-based preparedness plans and a consolidated national El Niño action plan, with defined triggers and thresholds for early action.
Demonstrate the decision-support tools available to stakeholders, including IWMI’s ENSO tool, and agree pathways for integrating national agency data into them.
[bookmark: _Toc236132986]Stakeholder Consultation Proceedings
[bookmark: _Toc236132987]Welcome Remarks
The consultation was opened by Chathura Liyanaarachchi, Director – Preparedness, Disaster Management Centre, who welcomed participants and set out the purpose of the meeting. He noted that the consultation had been convened at short notice because of the volume of speculative and alarming material circulating on social media, and that the objective was to establish the current situation, the preparedness level of each agency, and the actions already under way to mitigate potential impacts.
He explained that the meeting would be conducted in both Sinhala and English to allow full participation by international partners, and that all 25 districts, together with District Secretaries, were linked virtually since the anticipated impacts, particularly water scarcity, fall directly on district-level administration. He emphasized that the outlooks to be presented are probabilistic, and that the projected impacts may not materialize as described.
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Chathura Liyanaarachchi, Assistant Director – Mitigation, DMC, delivering the welcome remarks. (Photo: IWMI)
[bookmark: _Toc236132988]Opening Remarks
The Director General of the Disaster Management Centre (MajorGen Sampath Kotuwegoda ndc IG(Retd.) welcomed participants and framed the consultation as the preparatory step for protecting citizens through the coming El Niño event. He informed the meeting that the Government has established a Cabinet-approved committee to monitor the situation and to issue policy decisions and guidelines to all stakeholders; the committee has met twice, and its guidance is that every agency should contribute and be prepared for any eventuality.
He thanked the Department of Meteorology and all technical agencies for presenting their projections and acknowledged the International Water Management Institute — Dr. Giriraj Amarnath and his team — for providing a decision-support tool to anticipate the coming period.
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The Director General, Disaster Management Centre, delivering the opening remarks. (Photo: IWMI)
[bookmark: _Toc236132989]ENSO Status and Seasonal Outlook — Department of Meteorology
Ms. Pritika Jayakuri, Meteorologist, Department of Meteorology, presented the current ENSO status and the seasonal outlook.
Current status. El Niño refers to warmer-than-normal sea surface temperatures in the Pacific Ocean; because the ocean and atmosphere interact, the event alters upper wind patterns and therefore Sri Lanka’s rainfall regime. The two climate drivers of concern are ENSO in the Pacific and the Indian Ocean Dipole (IOD) in the Indian Ocean. As of the 19 July 2026 update, the Australian Bureau of Meteorology’s relative NINO index stood at 1.74 °C against a significance threshold of 0.8 °C, confirming weak-to-moderate El Niño conditions at present.
Projected trajectory. Model consensus indicates strengthening after August, with probabilities approaching 100% from November. NOAA assesses a greater than 80% probability of a very strong event from October to December, rising rapidly. Twenty-one models indicate a higher probability of a very strong event after September. Unlike the 2024 La Niña forecast, which shifted repeatedly and required monthly revision of the departmental outlook, current model agreement is strong and confidence is correspondingly higher.
Indian Ocean Dipole. The IOD is currently in a neutral phase. A positive IOD is predicted after August with a 77% chance from November, though with greater model variation than for ENSO. Historically, most strong El Niño events in Sri Lanka have coincided with a positive IOD, and that combination is associated with above-normal rainfall in the latter part of the year.
Historical analogues. Analysis of the 1982/83, 1997/98 and 2015/16 events, using the Standardized Precipitation Index applied to observed rainfall, shows enhanced rainfall in the second inter-monsoon followed by a dry first inter-monsoon. This is the principal concern: the March–April season of the following year is likely to be dry.
Seasonal forecast. For July, near-normal rainfall is expected in the Western and Southern Provinces and drier conditions elsewhere. August is expected to be drier across the country, as El Niño weakens the westerly flow during the south-west monsoon period, with easterly winds dominating. September is expected to bring above-normal rainfall in the Western and Southern Provinces, near-normal in Sabaragamuwa, and below-normal elsewhere. October to December is expected to bring enhanced rainfall. From February 2027 onwards, dry conditions require close monitoring.
Products available to stakeholders. The Department issues a 15-day forecast updated twice daily, a weekly forecast updated once a week, and monthly seasonal forecasts. The National Meteorological Centre issues advisories and warnings, and will convene emergency online stakeholder briefings where required. The Department contributes monthly updates to the Water Committee, the Food Security Council and agriculture sector meetings. A dedicated collaboration platform has been established, to which stakeholders will be invited by email, for sharing ENSO updates and seasonal and weekly forecasts.
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Ms. Pritika Jayakuri, Department of Meteorology, presenting the ENSO status and seasonal outlook. (Photo: IWMI)
[bookmark: _Toc236132990]Water Resources Status and Seasonal Operation Planning — Water Management Secretariat
Eng. Nilantha, Secretary of the Water Management Panel, Water Management Secretariat, presented the water resources position and the seasonal operation plan.
Mandate. The Secretariat is responsible for water allocation across irrigation, drinking water, industrial supply, hydropower and the environment; for issuing directives on water diversion; for flood and drought management and monitoring; and for stakeholder coordination through the Water Management Panel, chaired by the DG Mahaweli and co-chaired by the DG Irrigation, with members drawn from the Mahaweli Authority, Irrigation Department, Ceylon Electricity Board, National Water Supply and Drainage Board, Wildlife Department, Agriculture Department, District Secretariats and Farmer Organizations.
Rainfall analysis. Over the 1982–2026 record, the lowest annual rainfall in the Mahaweli basins was recorded in 2016, at less than 33% of the annual average; the Walawe basin shows the same 2016 minimum, and the Upper Kelani hydropower catchment recorded less than 23% of the annual average in that year. The 2026 rainfall trajectory to date closely tracks the 2016 curve in all three basins. Analysis of the 1982/83, 1997/98 and 2015/16 events shows a consistent anomaly pattern: near-average rainfall in the south-west monsoon, approximately 30% above average in the second inter-monsoon, average in the north-east monsoon, and below average in the following first inter-monsoon. The WMO expects temperatures more than 1 °C above previous El Niño years, peaking in November–December.
Current storage. Mahaweli system storage stands at approximately 50%, projected to reach 54% by the end of the Yala season; total storage is 60%, projected at 54%. Kotmale, the uppermost reservoir, is at 76%, above the long-term average storage curve. Victoria and Maduru Oya are at 50%, projected at 46%. Kalu Ganga is at 60%, projected at 50%. The Walawe system is at 57%, projected at 54%. The Kelani basin, critical for both hydropower and Colombo’s drinking water, stands at 75%, and the weekly water panel agreed to maintain that level to protect drinking water supply. The addition of the Moragahakanda–Kalu Ganga resource since 2018 provides capacity that was not available during the 2016 event.
Seasonal operation plan. Because the pattern was identified during season planning, farmers were asked to cultivate early — particularly in the Walawe system and System H — and agreed; this is the reason for the current favourable storage position. The 2026/27 Maha season is planned at 100% cultivation, with issue of water between 15 September and 1 October, consistent with the historical rainfall onset in El Niño years. The comparable 2016/17 Maha season saw cultivated area reduced by more than 50%, and the Yala season saw reductions of 50% in System H, 90% in one system and 80% in Elahera. Canal maintenance is to be completed by mid-to-late September so that water can be issued on 1 October.
Preparedness measures proposed. Awareness-raising among farmers and officers; education on required water quantities to avoid over-abstraction; promotion of small on-farm ponds, which can save up to 30% of water; use of the Department of Meteorology’s 15-day forecast, disseminated to farmers through existing WhatsApp groups, to time cultivation to rainfall onset; and strict adherence by irrigation officers to the crop calendar and water panel decisions, noting that in one system the closing date had been extended by a month beyond the agreed 15 August, which is materially harmful under current conditions.
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Eng. Nilantha, Water Management Secretariat, presenting the water resources position and seasonal operation plan. (Photo: IWMI)
[bookmark: _Toc236132991]Sector Updates
Energy. The distribution sector representative (LECO) noted that peak load rises with temperature through increased use of air conditioning and fans, typically in the first quarter of the year, and that while the distribution network is resilient, some substations are already near capacity — meaning demand-side management remains a last-resort option in a worst case. Generation is no longer solely dependent on hydropower, with coal, solar and wind in the mix; solar covers daytime demand, while hydropower is used for the morning and night peaks. A total of 160 MW of battery storage (16 plants of 10 MW) is expected to be commissioned within two months, and a further 250 MW floated by the National System Operator is expected to be commissioned nationally by January or February — allowing daytime charging and night-time discharge, and thereby conserving water. It was recommended that the National System Operator, which manages generation planning and the National System Control Centre, be invited to future meetings.
Groundwater and drinking water. The Water Resources Board noted that increased drinking water demand in a dry season shifts pressure onto groundwater. Sri Lanka has a large number of extraction wells, but over-abstraction risks salinity intrusion and contamination. Monitoring to date shows no problem, but heavy extraction will create one. The Board is investigating and establishing high-yielding wells in affected areas and identifying additional bowser filling points; existing monitoring wells, currently not used for abstraction, could be brought into use if required.
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A representative of the Water Resources Board raising groundwater and drinking water concerns. (Photo: IWMI)
Health. The Ministry of Health’s Disaster Preparedness and Response Division outlined health sector preparedness: activation of health emergency operation centres, regular risk assessment using meteorological forecasts, coordination with the DMC and provincial health authorities, and activation of health emergency preparedness and response plans. Risk communication is handled by the Health Promotion Bureau through a technical panel and a weekly press briefing every Wednesday; advisories can be routed to the DMC for publication in the national bulletin. Advisories are required in advance of the G.C.E. Advanced Level examination from August onwards, covering heat-related risk to students and to those working outdoors.
Irrigation and agrarian sector. Approximately 20% of national water is held in Irrigation Department reservoirs, with around 43% of tanks and reservoirs under Irrigation Department maintenance and approximately 40% available in minor irrigation tanks under the Department of Agrarian Development. Given that the projected impact is concentrated in the Northern and Eastern Provinces, a detailed calculation of available water in reservoirs in those two provinces was requested for the next meeting.
Forestry and wildlife. District officials were instructed to conduct awareness activities in forest-fire-prone areas and to coordinate precautionary measures with relevant agencies. Wildlife water requirements and the risk of intensified human–elephant conflict as animals move towards villages in search of water were flagged for inclusion in the sectoral risk assessment.
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Representatives of technical agencies, line ministries and partner organisations following the sector updates. (Photo: IWMI)
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Dr. Giriraj Amarnath, Research Group Leader – Water Data for Climate Resilience, IWMI, presented the ENSO tool and the case for consolidated information.
He noted at the outset that IWMI’s role is not to duplicate the mandate of the Department of Meteorology or the Irrigation Department, but to add exposure and impact assessment on top of the data those agencies produce. The core problem identified was fragmentation: the information presented was technically sound but scattered across institutions, and senior government officials need it consolidated into a form on which decisions can be made in the coming months.
Three substantive points were raised. First, a water budget is required now, running through to the next season, covering demand and supply management across water bodies maintained by different institutions. Second, storage management must address release as well as retention: if the projected October–December rainfall materialises, filled tanks become a flood risk, as was seen during Cyclone Ditwah when minor and major tanks overflowed and breached, causing significant damage. Other countries have established best practice on when to audit the water budget and when to release across the system. Third, since approximately 80% of national water use is agricultural, water use efficiency — and government-level decisions on crop rotation — will be decisive for the March–April 2027 period.
The ENSO tool. Developed at the request of CGIAR with the G20 and in collaboration with FAO, the tool integrates more than 50 live global datasets, including the G20 Agricultural Market Information System, FEWS NET, and fertiliser, fuel and nutrient input data. Seasonal and sub-seasonal outlooks are drawn from IRI, ECMWF, NOAA, the Australian Bureau of Meteorology and IITM, with IMD integration in progress. A partnership with Google supports AI-based synthesis across multiple datasets to generate scenarios rather than relying on a single indicator. Additional capabilities include ECMWF IFS forecasts for any gridded point, real-time river gauge monitoring with severe and extreme categories, 42 crop models, IPC-linked food security analysis for the countries where FEWS NET operates, an anticipatory action module with an AI agent, and automated bulletin generation exportable to PDF. The tool is available at enso.iwmi.org.
Global context. El Niño is not a Sri Lanka-specific concern: approximately 2 billion people are expected to be affected. India is already experiencing impacts, with Indonesia, Ethiopia, Pakistan, Uganda and Sudan among the countries facing significant problems. Sri Lanka is comparatively fortunate in the near term, but the profile of risk changes after November.
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Dr. Giriraj Amarnath, IWMI, presenting the ENSO tool and the case for consolidated information. (Photo: IWMI)
[bookmark: _Toc236132993]Live Demonstration — Satellite-Based Monitoring and Impact Analysis
Dr. Niranga Alahacoon, IWMI, demonstrated the analytical layers developed for Sri Lanka.
Rainfall and dry spell monitoring. Based on real-time satellite data rather than station observations, the first inter-monsoon recorded surpluses of 27% and 24% across the two months, with good rain in May and early June. From late June onwards, accumulated rainfall is running 58% to 77% below average; Anuradhapura in 2026 shows a reduction of over 57% against the long-term mean. Dry spell analysis — defined as consecutive days with less than 2.5 mm of rain, assessed over 21 consecutive days — was compared against DMC historical drought hazard data from DesInventar for 2023, 2024 and 2025, showing a stronger dry spell in 2026, concentrated in the northern and eastern parts of the country.
Soil moisture and fire risk. Soil moisture to 1 metre depth and the standardized precipitation index both indicate drier subsurface conditions in the north. Hotspot detection combined with biomass assessment can be used to inform district officers of areas requiring preventive measures before fires spread to villages.
Reservoir monitoring. Time-series satellite analysis of water surface area allows monitoring of both major and minor reservoirs, with surface area linked to Irrigation Department acre-feet measurements to estimate capacity. Three districts were presented as examples. Polonnaruwa shows a higher rate of decline than in previous years, having started 2026 from a higher surface area. Vavuniya, where minor reservoirs contribute more than major reservoirs, illustrates the value of the approach for the Department of Agrarian Development, which manages the minor tank cascade and is not otherwise well served by major reservoir reporting.
Heat stress and schools. Analysis of dry spells in the north-eastern region over the past 21 years was combined with short-term temperature projections and school location data to assess exposure during the Advanced Level examination period.
Livestock. Livestock impacts were highlighted as a persistent blind spot. The DMC’s National Disaster Management Plan 2025–2030 already includes early action strategies for livestock, including identification of alternative watering points. Where there has been no rain for 20 days and none forecast for a further two weeks, groundwater potential and agro-well availability need to be assessed, and disease risk anticipated. Pre-positioning of fodder was identified as a priority for the first quarter of 2027, particularly for marginal and poor farmers without access to adequate livestock inputs.
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Dr. Niranga Alahacoon, IWMI, demonstrating the satellite-based monitoring and impact analysis layers. (Photo: IWMI)
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Participants following the live demonstration of the ENSO tool. (Photo: IWMI)
[bookmark: _Toc236132994]Interactive Discussion and Feedback from the Experts
Dr. Giriraj Amarnath (IWMI)
Feedback: Information from the technical agencies is currently scattered. Proposed that the DMC circulate a standard template ahead of each committee meeting so that all institutions — including community organisations and UN agencies working on the ground — report their preparedness measures and early actions in a consolidated form. Maps and presentations do not translate into action on the ground unless the actions themselves are captured. Also asked whether bottom-up reporting from District Secretariats and provincial authorities is being captured.
Response: The DMC confirmed that this is the intended way forward and that district-level scenario-based plans have already been requested, with a submission deadline set for the following day. A consolidated national action plan will be developed from these inputs.
Dr. Giriraj Amarnath (IWMI)
Feedback: Proposed that a designated focal point be identified for each agency to submit data to the DMC, so that partners can request data from a single point rather than approaching institutions individually. Personnel attending each meeting may change with workload.
Response: Accepted as a valid point. The DMC will use the registry data collected through attendance sheets, and letters will be sent to heads of departments copied to the nominated focal points.
Dr. Giriraj Amarnath (IWMI)
Feedback: Proposed a simple submission interface on the DMC website — an intranet form — so that agencies can submit data and feedback in a hassle-free, standardised way, with the bulletin compiled in the back end and reviewed at the meeting before publication. Requested a pre-meeting dataset at least one to two days in advance.
Response: Agreed. Agencies will submit information two days before each meeting; the bulletin will be drafted, reviewed during the meeting, and published on the DMC website.
Ms. Pritika Jayakuri (Department of Meteorology)
Feedback: Raised the need for the Department’s own forecast products to be linked within the ENSO tool, to avoid a situation where the Department issues an official forecast while a different forecast is displayed on the platform. The Department’s 15-day forecast should be the referenced source for stakeholders.
Response: IWMI confirmed that a dedicated Sri Lanka page will be developed to carry national agency data alongside the global datasets, and that the Department of Meteorology remains the technical authority for public-facing outlooks. A single bulletin will be issued jointly.
Distribution sector representative (LECO)
Feedback: Recommended that the National System Operator be invited to future meetings, as it manages the national network and generation planning. Noted that some substations are near capacity and that a sudden load increase could constrain supply.
Response: The DMC agreed to invite the National System Operator and requested a projection of energy requirements under an adverse heat scenario, to be presented at the next committee meeting.
Water Resources Board
Feedback: Emphasised that discussion had focused mainly on agriculture, while drinking water requires equal attention. Increased groundwater abstraction during a dry season risks salinity intrusion and contamination.
Response: Accepted. Water quality risks — salinity and iron — were added to the sectoral risk assessment, together with river water quality monitoring, with the health sector engaged where water sources are contaminated.
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Government officials, United Nations agencies and development partners during the interactive discussion. (Photo: IWMI)
Ministry of Health
Feedback: Clarified the risk communication pathway: the Health Promotion Bureau is the focal agency for public advisories, issued through a technical panel and a weekly Wednesday press briefing. Coordination beyond that can be handled through the Disaster Preparedness and Response Division.
Response: Health advisories will be routed to the DMC each Wednesday for inclusion in the following Monday’s national bulletin. Advisories requested include heat–health guidance, hydration, outdoor work precautions, and surveillance for dengue and leptospirosis.
United Nations agency representative
Feedback: Requested clarity on the timeline for finalising the national action plan, so that partner agencies can align their own programming and identify how to support the Government. Asked how frequently the process would be reviewed.
Response: The plan follows on from the anticipatory action roadmap and will be followed up through to August 2027, as the event is expected to last more than a year. Meetings will be monthly by default, moving to weekly or ad hoc if the situation escalates. Partners were asked to define their own triggers and thresholds — for example, the WFP activating food distribution at a defined threshold.
World Food Programme
Feedback: Recommended a brief, standard reporting format so that information is received consistently and does not require manual compilation.
Response: Agreed. The WFP was invited to second an officer to support compilation of the consolidated information for the committee.
[image: ]
The occupational safety and labour sector representative raising heat exposure risks for outdoor workers. (Photo: IWMI)
Occupational safety / labour sector representative
Feedback: Recommended including the labour sector, particularly the plantation sector — where the workforce, predominantly women, works outdoors — and the construction sector. Noted that more than 10,000 heat-related deaths were recorded in Europe in recent months. Also recommended attention to the education sector regarding outdoor activities and sports, and consideration of clothing and attire guidance where full-coverage uniforms increase heat stress.
Response: Accepted for inclusion in the national plan. The suggestions were requested in writing to ensure they are captured in the consolidated action plan.
Development partner representative
Feedback: Requested greater visibility of district- and divisional-level activity, of current water distribution arrangements, and of where the gaps lie. Also noted that preparedness for the October–November high-rainfall period — including protection of people in temporary shelters — had received less attention than drought.
Response: The DMC confirmed that extreme weather plans for November–December are already prepared and are being discussed with district coordinating units, but that priority was given to the drought discussion because that risk arrives first. Flood preparedness will be given greater weight at the next meeting.
[bookmark: _Toc236132995]Way Forward
The consultation concluded with agreement on a coordination architecture rather than a set of isolated agency commitments. The recurring stakeholder meeting is the central mechanism: it will be held on the first Friday of each month at 14:00, immediately following the water panel meeting, and will continue until the ENSO event has passed, with the frequency increased to weekly or ad hoc should conditions escalate. A separate technical committee comprising the Department of Meteorology, the Irrigation Department and the research institutions will convene where an immediate advisory is required.
Information flow was standardised around the DMC. Agencies will submit data through a standard format two days before each meeting; a consolidated national bulletin will be drafted from those submissions, reviewed during the meeting, and published on the DMC website. The bulletin will be issued every two weeks, will carry the Department of Meteorology’s forecast as the authoritative outlook, and will incorporate health advisories received each Wednesday from the Health Promotion Bureau, together with a summary of preparedness measures and early actions already initiated by UN agencies, humanitarian organisations and community-based organisations, so that the Government has visibility of who is doing what and where. A submission form will be built on the DMC website to make this routine, and a dedicated El Niño WhatsApp group will be established for rapid circulation of presentations and interim information.
On the technical side, IWMI will develop a dedicated Sri Lanka page within the ENSO tool that carries national agency data — Department of Meteorology forecasts, Irrigation Department reservoir data, and Mahaweli system information — alongside the global datasets, so that a single reference source is available to stakeholders. District- and divisional-level scenario-based preparedness plans, prepared with the support of the technical agencies and the DDMCUs, will be consolidated into a national El Niño action plan with defined triggers and thresholds, against which each agency and partner can align its own activation criteria.
The scope of the plan was explicitly widened beyond irrigation and agriculture. A sectoral risk register will be compiled covering drinking water and groundwater quality, energy demand and generation capacity, health (heat stress, heat stroke, dengue, leptospirosis), livestock water and fodder, education and the Advanced Level examination period, outdoor labour in the plantation and construction sectors, wildlife water requirements and human–elephant conflict, forest fire risk, and community-level stress. Agencies were asked to submit their sector-specific risk factors in writing so that the national plan is comprehensive at first drafting rather than assembled incrementally.
[bookmark: _Toc236132996]Action Plan
	#
	Action
	Responsible
	Timeline

	1
	Convene the recurring national El Niño stakeholder meeting, first Friday of each month at 14:00
	DMC
	Monthly, from the first week of the following month, until the event ends

	2
	Submit agency data in the standard format ahead of each meeting
	All stakeholder agencies
	Two days before each meeting

	3
	Compile, review and publish the consolidated national bulletin on the DMC website
	DMC, with IWMI support
	Every two weeks

	4
	Nominate a designated focal point per agency for data submission
	All stakeholder agencies
	Immediate

	5
	Create the El Niño WhatsApp group and circulate presentations and contact details
	DMC
	Immediate

	6
	Develop a data submission form/intranet on the DMC website
	DMC, with IWMI support
	Before the next meeting

	7
	Submit district-level scenario-based preparedness plans
	District Secretariats / DDMCUs
	Deadline set for the day following the consultation

	8
	Consolidate district plans into a national El Niño action plan with triggers and thresholds
	DMC
	Follow-up through to August 2027

	9
	Develop a dedicated Sri Lanka page in the ENSO tool integrating national agency data
	IWMI, with Department of Meteorology and Irrigation Department
	Next reporting cycle

	10
	Prepare a national water budget through to the next season, covering demand and supply across all managing institutions
	Water Management Secretariat, Irrigation Department, Department of Agrarian Development
	Before the 2026/27 Maha season

	11
	Calculate available reservoir water for the Northern and Eastern Provinces and present with slides
	Irrigation Department, Department of Agrarian Development
	Next meeting

	12
	Project energy demand and generation requirements under an adverse heat scenario
	CEB / National System Operator
	Next meeting

	13
	Issue health advisories on heat stress, hydration, outdoor work, dengue and leptospirosis, including for the Advanced Level examination period
	Ministry of Health / Health Promotion Bureau
	Weekly, from August

	14
	Complete canal maintenance and issue water for the 2026/27 Maha season
	Irrigation Department, Water Management Secretariat
	Maintenance by end September; water issue from 1 October

	15
	Conduct farmer awareness on water saving, on-farm ponds and forecast-based cultivation timing
	Water Management Secretariat, Irrigation Department, Department of Agrarian Development
	Ongoing, ahead of Maha

	16
	Conduct forest fire awareness and precautionary measures in high-risk districts
	Department of Forest Conservation, District Secretariats
	Ongoing

	17
	Assess livestock watering points, groundwater availability and fodder pre-positioning
	Ministry of Agriculture / Ministry of Livestock, DMC
	Ahead of Q1 2027

	18
	Compile a sectoral risk register with written submissions from each agency
	All stakeholder agencies, compiled by DMC
	Before the next meeting

	19
	Second an officer to support compilation of the consolidated information
	WFP
	Next reporting cycle

	20
	Invite additional stakeholders — National System Operator, Wildlife, Forest, Livestock, Rural Development, Inland Fisheries, provincial irrigation departments
	DMC
	Before the next meeting



[bookmark: _Toc236132997]Closing Remarks
The Director General of the Disaster Management Centre closed the consultation, thanking participants for their contributions — in particular the Water Management Secretariat, the Department of Meteorology, and Dr. Giriraj Amarnath and the IWMI team. He confirmed that contact details would be collected to establish the WhatsApp group for immediate information sharing, and that a standard system for structured data submission would be communicated so that all agencies can provide inputs on a routine basis going forward.
[bookmark: _Toc236132998]Vote of Thanks
Chathura Liyanaarachchi, Assistant Director – Mitigation, Disaster Management Centre, thanked all participants attending in person and virtually — including the 25 District Secretariats and District Disaster Management Coordinating Units — for the technical inputs provided towards the formulation of the national action plan, and confirmed that presentations and supporting documents, including access to the ENSO tool, would be shared with all stakeholders.
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[bookmark: _Toc236133000]Annexure 1: Consultation agenda
	Session title
	Lead

	Registration and welcome
	DMC

	Welcome remarks and setting the scene
	Chathura Liyanaarachchi, Assistant Director – Mitigation, DMC

	Opening remarks
	Director General, Disaster Management Centre

	ENSO status and seasonal outlook for Sri Lanka
	Ms. Pritika Jayakuri, Department of Meteorology

	Health sector preparedness
	Disaster Preparedness and Response Division, Ministry of Health

	Introduction of participants
	All

	Water resources status and seasonal operation planning
	Eng. Nilantha, Water Management Secretariat

	Sector updates: irrigation and agrarian services, water supply, forestry and wildlife, energy
	Respective agencies

	Introduction and overview of the ENSO tool
	Dr. Giriraj Amarnath, IWMI

	Live demonstration: satellite-based monitoring and impact analysis
	Dr. Niranga Alahacoon, IWMI

	Interactive discussion and feedback from experts
	All, chaired by DG DMC

	Way forward, closing remarks and vote of thanks
	DMC



[bookmark: _Toc236133001]Annexure 2: Participating organisations
	Category
	Organisation

	Convening agency
	Disaster Management Centre (DMC)

	Technical agencies
	Department of Meteorology

	
	Water Management Secretariat (Mahaweli)

	
	Irrigation Department

	
	Department of Agrarian Development

	
	National Water Supply and Drainage Board

	
	Water Resources Board

	
	Department of Forest Conservation

	
	Department of Wildlife Conservation

	Energy sector
	Ceylon Electricity Board (CEB)

	
	Lanka Electricity Company (Private) Limited (LECO)

	Health
	Ministry of Health – Disaster Preparedness and Response Division

	Security forces
	Sri Lanka Air Force (coordinating officer to DMC)

	
	Sri Lanka Navy (coordinating officer to DMC)

	Research
	International Water Management Institute (IWMI)

	United Nations agencies
	World Health Organization (WHO)

	
	World Food Programme (WFP)

	
	International Organization for Migration (IOM)

	
	United Nations Population Fund (UNFPA)

	Humanitarian and development partners
	Sri Lanka Red Cross Society

	
	Sri Lanka Preparedness Partnership

	Private sector
	Ceylon Chamber of Commerce

	Sub-national
	25 District Secretariats and District Disaster Management Coordinating Units (virtual participation)
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