Overview of the Workshop

P. Pradhan®and R. Sharples

Some oF THE papersdescribedexperiencesin the improvement of irrigationmanagement through
the roles played by social organizerswhereas others related the experiencesof poverty reduction
by employing “catalysts” or “change agents.” Some papers described lessons worth learning
while others sought solutionsto their problems. Most of the papers dealtwith the development
of the capacity of farmerstoimprovetheir managementcapabilities. Suggestionswerealso made
concerning the functional organization necessary to manage an irrigation system.

A summary table of the characteristics of the social-organizer programs in the different
countries, as described at this workshop, is given at the end of this overview.

THE “SOCIAL ORGANIZER”

The countries represented in this workshop have different sociopolitical and management
systems. Hence the names given to the “social organizers” are also different. They are known
variously as “social organizer,”” “community organizer,” “institution organizer,”” “farmer
irrigators organizer.” “association organizer,” “group organizer.” and “farmer social organ-
izer.” Thedifferencesin names illustrate the attempt to adapt the social organizer’srole to the
sociocultural and political context of the different countries, In view of the variety of experiences
as indicated by the names given to the social organizers, several key questions emerge:

‘Irrigation Specialist. International Irrigation Management Institute, Kathmandu. Nepal.

“Farmer-Managed Small-Scale Irrigation Systerns and Farmer-Participation in Small-Scale Irrigation
Projzcts Facilitator.




* What are the conditions which influence the potential usefulness of social-organizer
programs?

* Which interventionsare culture specific, environment specific. ar related to a particular
political context?

* How can flexibility in implementing programs using a social-learningapproach be enabled
and fostered?

* How can the policy and bureaucratic conditions of implementation be made more
conducive to success?

SOCIAL ORGANIZERS IN DIFFERENT INSTITUTIONAL SETTINGS

The social organizersare lodged in different institutional settings under differentsociopolitical
contexts. Some are attached to the governmental machinery or within the agency, as in Indonesia
(Irrigation Inspectors). Sri Lanka (Agricultural Planning Team), the Philippines (Irrigation
Community Organization), and the Agricultural Development Bank of Nepal (Group Organizer).
There are experiencesof employment of social organizersby nongovemment organizationsas
well, as in Indonesia, Bangladesh. and Pakistan (Aga Khan Rural SupportProgramme). Fanners
have alo been employed as “social organizers” in north Thailand (fannersocial organizer)and
in the Philippines (farmer irrigator organizer). The variety of experiences reported fram the
countries which participated in the workshop, indicates that a blueprint approach to designing
social-organizer programs is not likely to work. To achieve effective performance in social-
organizer programs, the social-learningapproach is necessary because irrigation systems differ
fram one another, from country to country, and even within a country.

TYPES OF SOCIAL ORGANIZERS

Twotypes of social organizerswere identified in the course of discussionsin the workshop. One
type is the single purpose socialorganizerwhodeal sexclusively with irrigation-related activities,
The second type of social organizer is the multipurpose organizersuch asthe “group organizer”
in Nepal. The effectiveness of the type of social organizer fielded would depend on the
institutional and social environment Hence, the choice of the type of social organizer should be
evaluated within the relevant environmental contexts in which they work.



RESPONSIBILITIES OF SOCIAL ORGANIZERS

Several papers pointed out that it was the responsibility of the social organizerto 1) improvethe
capacity development of the fanners, 2) improve irrigation management through the promotion
of fanners’ active participation, and 3) smooth the relationship and communication between
fannersand irrigation agencies. It was agreed that these are the major responsibilities of social
organizers, but emphasis on each of the above differs from country to country.

QUALIFICATIONS OF SOCIAL ORGANIZERS

An issue raised in @ number of papers is that of the qualifications required to serve as a social
organizer. Different qualificationswere required in different programs. Qualificationsseem to
be specific to the project activity, program objectives. and to the availability of manpower.
Questionswere also raised whether the social organizer should be drawn from thecommunity he
is to serve or whether one from outside the community would be more effective. The minimum
conditionssetbymanyof the papers were for social organizers to be proficient in the local dialect
and to be sensitive to the local culture.

STATUS OF THE SOCIAL ORGANIZER

Should the social organizer ¢ a member of the permanent staff of the organization, or should he
or shebe hued temporarily for the specific task, Qr are velunteers to be preferred? The papersdid
not indicatea singlemodel to follow, but made clear the need to consider the various alternatives.

TRAINING SOCIAL ORGANIZERS

Upgrading the skills of the social organizers is recognized as necessary to increase their
effectiveness. Four types of training programs were identified: 1) regular fixed training, 2)
ongoing training in accordance with changing tasks and challenges (Indonesia and Nepal), 3)
horizontal training programs, and 4) vertical training programs. The choice of the specific mode




of training depends on the objectives of the social-organizer program. However. it wes
recognized that a standard type of training program wouldbeinadequatetocopewiththedynamic
social and political context of irrigation systems.

EFFECTIVENESS OF SOCIAL ORGANIZERS

The following were suggested as measures of effectiveness of social organizers: 1) the water
users’ association as an organization, 2) increased agricultural production, and 3) increased
resource mobilization for operation and maintenance of the systems in which the social
organizerswork.

Several issues were raised regarding the relationshipbetween the effectivenessof the social
organizer and the legal status of the water users’ association. \Wle the institutionof water users’
associationsis in the process of being legally recognized in many countries. this is not the case
everywhere. How can social organizers strengthen the capacity of organized farmers in the
absence of legal recognition of water Users’ associations? Is it a precondition for water users’
associationsto have legal status before starting a social-organizer program? The papers presented
at the workshop suggested that the effectiveness of social organizers was related to the legal status
of the water users’ association.

FARMER TRAINING TO DEVELOP THEIR CAPACITY

It was recognized that there is a need for specific programs to strengthen farmers’ capacity ©
manage the irrigation systems. Itwas also suggested that nentraditional ways of providing such
training to farmersshould be tried. participationin informationcollection. socialization of ideas.
information sharing, and farmer-to-farmer training were activities identified as means of
strengthening farmer-managerialcapacity.

FARMER PARTICIPATION

One of the fundamental questionsraised was the relation of social-organizerprogram objectives
to the social. political, and bureaucraticconditionsof the country, Implicitinthis questionis the
rationale or the objectives behind the decision t adopt a participatory approach in irrigation
development and management. Fanner participation may be viewed as a means to increasing
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food production, to fostering long-term local self-reiiance, or to reducing government interven-
tion and investment in project construction, maintenance, management, or a combination of
them.

The alternative chosen for implementing the social-organizerprogram may be a reflection of
thebargaining power of the target farmer grouprelative tothe rest of society or (o the government,
An issue of interest in this context is that of local participation in, and ¢ontrol of, construction
funds. Another. is the strength of the existing irrigation institution and how the us¢ of social
organizersin aparticipatoryapproachcanavoid farmer dependenceongovernment intervention.

These underlying objectives have implications for how local groups are organized, whether
broad-based, multipurpose. or exclusively for system management. It was also observed that
water users’ organizations even while concerned only with irrigation, are often in fact
multipurpose.

LEGAL RECOGNITION OF EXISTING INDIGENOUS ORGANIZATIONS

Existing indigenousgroups and organizations should be legally and formally recognized. Most
programswork with indigenousorganizationsor informalgroupsand eventuallyestablish formal
groups, some of which obtain legal status and some do not. These organizations should evolve
gradually and preferably informally, prior to establishmentand should experience a leaming
process in developing capabilities. The social organizercan facilitateand perhaps acceleratethis
process to some degree.

IMPLEMENTING AGENCIES

What motivatesan agency to initiate or to become involved in a social-organizer program? What
political framework -- for example, the terms of the financial responsibilites, water rights, of the
legal besis for water users” associations-- is conduciveto or essential for enabling the supportive
bureaucraticenvironmentforthistype ofprogram? Towhat extentis top-level supportnecessary
for irrigation bureaucraciesto become socially sensitive and genuinely supportive of farmers’
organizing efforts as happened in the Philippines?

Havinga nongovernmentorganizationemploy the social organizer separatelyor supervisethe
social organizer within the technical agency, may be a more appropriate strategy to promote
responsiveness to farmers and increased attention to social issues. than using only technically
oriented staff. The social organizer may be part of a larger strategy aimed at bureaucratic
reorientationand sensitization to local needs and perspectives. On the other hand, using existing
agency staff as social organizers may alsobe a strategy of bureaucratic reorientationand long-
term instituticralizationof the social capabilities within the technical agencies.




IMPLEMENTING SOCIAL-ORGANIZER PROGRAMS

A social organizershould not be viewed narrowly asa position but more broadly as a set of tasks
or roles. Many roles are filled by social organizers: catalyst, facilitator, mobilizer, mediator,
motivator, link, enabler, adviser, trainer, and change agent are just a few which were mentioned.
The roles common to most social-organizer programs are facilitator and catalyst of local
interaction, i.e., promotion of communication or problem-solving within communities, and
opening of access or serving as a link to engineers and outside resources. The tasks referred to
most frequently are project identification,information collection,maobilization of farmers’ ideas
in design, and the motivation of farmers to carry out activities in construction and in the
establishment of water users’ associations. The social organizer seems to play a key role in
catalyzing a process in which communication lines are kept open between all parries.

SOCIOTECHNICAL BRIDGING

One of the themes dealt with is the approachestaken to bridge the social and technical aspects.
Is the social organizer a technical person trained in the specificsof group dynamics and social-
science skills, or a social-sciencegraduate trained to understand basic technical issues pertinent
to the role? Though there are examples of effective coordination of the social and technical
aspects of irrigation development, this subject requires careful consideration to strengthen the
bridge between social and technical fields. At the administrativeor the institutional level, the
issue of linking the social and technical aspects can take many shapes depending on the
implementor bias and complexity of the organizational relationship.

Many social-organizer programs have to deal with issues of decentralization and bureaucratic
reorientation as part of the process of engendering greater acceptance of farmer participation.
Each in its own way is exploring what can be done to influence the institutional environment in
which social organizerswork and in which irrigation systems are designed and built. Through
dialogue and advocacy, working groups and seminars, most programs Seek 1 open communication
ata number of levels within the bureaucracy. Questions of top-down, bottom-up, and interactive
processes are answered differently in different contexts depending upon the implementors, the
leverage of each party, and the ultimate program objectives.



*$TF1sAS UOITRD1| [eUOITEN 834U] Ul SseznuedIo [e1o0s 55 sISUUE] JO 980 3 BURSI OS]V o

sdnosd 1011d
4eis RIS FIALS ‘uoneziuefio
19[qeUg uopeziUESIo useFeurew SYop 21jqnd Wwawuianoh
qur jusmmLzA0d WY pue 1w Jaziueflo UBWUIBA0D ‘uoneziuehio (¥86T)
JojeAnon meuauIy  dojensp waishs [e100S Surdumyg [e007] wswrwizsoBuoy  BAEpEAG FUIg
UOHEMLOIU] 1op1d
wafoud pue ‘uoirednp3 ‘uoneziuedio
uoneziueblo Jaziuefio ‘peay JusWuIBA0H
IOTEUNIDR] IusumsAciued snom2dipun 12 A0IG olwouod3 -uol pue (o861
Ja|qeus by “uswdolanap Jaziueblo 10 Jredas ‘[e100S uoneziueblo uone&us Jo
I0reMualg 430 Bwn-|nd uisdg Aunwwo)d [eunwiwo) 10} Fninsy] JUSWIUIBA0D NeI0UK]
DAL pue
UOTRIIOTU] sengar
By 051> pue ‘uonesnpg ‘uoneziuebio
I3sSINpY Jaziuebio ‘swmsks ‘yargessy  IUBWWLsaoRuoU (L861)
Jorerpsy e uoneziuedio snotdipus llew WOUOoH pus uonebLu|
10123102 eunzAcs  HusmsSeurw pue Jaziueblio fonsre ‘[e100S uoneziuefio Jo
UonEmIoy] mﬁuﬁomﬁ.—_a Jredas WNSAS [RTONNINSUT JoJasoming, loj myrnsy] JUSWUIBA0D) EL T REN Ty | BISITOPU]
JoMm 13Z e IO
Iyzrae8io sno uotedu
eI msuo)) Iyeis uomez -wBpm uow 2sznuedio ®Y 000 1> Aussoarun) rpdu  (50/61) Juon
lomyoR,y  -1uedIo jusumsaof  -afeuew puw juSW LAmmuswos surnsAs BTUEpA ‘nonezedio -ensTUTWPY uOW senddirgg
sAEe)  Supsha Bumqng  -dojassp waskg uonedpuy [eunwILIo]) posualy  Jwmdacy w3 uonEN oL
5ol
Jaguwedio smes Supzmnedio smIa] uopesLLn sioymomadnn  stopuataduny
-mosJofely  lazmesio-[Epos josmoy rmedic-Epos  joudumly SpRUIT BDHO Josmmg L0 Lguno)

(D SOILSIYALIVHVHO WVHO0HdHIZ INVOHO-TVIO0S 40 AYVININNS




"43y papnjoul st Jaded aLp WeFUOTRLLIOMUI ‘dogs oM SU) PUSIR J0U pInod 1mdionred g Yonowpy ,

“powswadt 194 10U ‘pasodold «y

uoneziuebio

JuaunaAofuon 1alosd 1o1d (3361}

Jaziuefio suured ‘uonreziuebio nuneday

snouadipur KISTSSY BAIS BAJES IO) WU A0 Suwroom ury

I012IPIJA aig  Sjuauwebeuew pue [EoTUYO3 £3uel JO UOITeI20SSY ~uou pue [ermynau8y

RIMQOW yelaud 1011d 1ewdopaaap YszueSic uomEZMLApOW Austeniun  -uoneziueblo uounseda(]
IOENfIEY ‘aun-fing urnedg uonmnsu]  UOnTHIqesy Buy JUBSWUIBAOD 310, 01IgNd xBIPU|

uauedaq wxsuerdorg

syuey jo uoneduy wafosdjopd juswdojanaq

sdnoud Juswianoadwil BRI VVELS uo paseq [eany

shEeD alIy [eoo| snouadiput J9zijiqow :uones ueleIBy uoneziuefio payeaboju|

RTNIQON -8uwn-|in4 ‘poseq-prorg [e100s -liiqeyey  Jo waunredag 1EIURNIACS) PLASKT

sdnoud
J0)e)|19e4 res snouadipur

YUI uoljeziueb.o “juawabeuew Eun Sseamnsul repndau (886T)

18SINPY el BTN § pue weaf Jo uon yoessal pue yoqid SIOUARG

Areumd Bunsrxa awdofaasp Buluueld “enIqeya pue  ‘uomezmredio uelelBy
~IBIPINT] ‘aum-yeg umiskg [pimooudy  ZUOIYEZIWISPON Ausiaarun WIUMUAAG)  JO Jusunreda] eue] Ug

jod

nuedro smels Surzmaedso SmI3y gonedLLy spuade  suojmomwdumy  suojmaumardoy

-[eos Jofely  Jazrmedio-[epog josmoy Jtzmedio-Epog  Joadf) uppp BMO josmelg weW Lnumoe)

IDSOILSINTLOVHVHI AVIO0Ud HIZINVOHO-TVIO0S 40 AYVINNNS



e

uoneziwedio e
uostery 1sunEIA0duoy 1ezrefio ‘uoneznredio (€861)
J0TeNIO8] Sunsiya ade([1a 1vznedio SjauuRYD Bugpury wewwaaod  woddng remy
101RANOW ‘awn-ng pIsEQ-DROlS] Te0g Kiaaaq [euonewIAU] -uoN ueyy 28y ueIstyed
pes seseaa s[[2m qm
IZIGON uonsziuedio m3rew mo[eys repada
loelnoe,| jusunuasofucu pue ss[pre| 1aziredio 1o doap Surpomy ‘uonezredio (9L61)
weunmamodury  Sunstes foum-ng ‘paseq-peolg plaL] Jo 3uidumyg [eUOIEWIANY] JUSUNUA0TUON eynysoLg ysape)Suwegq
sdnoud
snouaZiput seni
ges  ueusfevew Juunodaq (c86l)
iolNe]  uoneziuzdlo jusw pue SII0AIDS2] wpid wauneda(]
1ozypqopy  -wivaof ‘Kierodwis wswdofaaap 1a71e 810 pue sIam Ansiaanup ‘uoneznredio uore3 Iy
1iqeun *3U SSUI-IT wnshQ Anunwwoen [rews maN uowy Uoyy TWIUILIIACY {edoy
UONIRIDOSS Y 13fod 101d (S861)
uotredLu] SUOTIBIDOSSY 'SUONEIDOSSY WEISISEY
Ssapdoog uonedwy wawdo]aaap uorreduuy uoneSu]
‘suornezmedio saidoag 1azyuedio uiseq 5,3doog £, 91doag
Jajqeusy J20IUM[OATIIIS snouaZiput Sunsrya [eto0s-1ou11ey tAnsioatun ameaud pue suannredacy
I2ZIQON] f|eao] “uatnsdeueiu Yoznred10 uy 38U A uonezrmeiio uonedu|
Nury ‘augue  voneSun-ymor [e120s-1auLR,] SWsAs [ewg Suey) UBUILIAOL) [®Loy pueqiey],
$3{0
Jagumedio Jazuedio 3mzuedio w3y uonedLLy sapuade  suojmaundur; saojuamapdun
-[e10s Jofe| gLt Jo smog tozmued.o-reog Joadky urspy RTI0 Jo smelg el dnune)

(1D SOLLSIAALIVAVHD WVAD0Ud HAZINVIIOTVIDOS 40 AYVIANNS




TO

AJd oe] :saoN

ang
uoneziuedio wopd

Jusunusscguon sdnoid ‘uonezuedio (L861)

Jow1o8, Kresodwan SI9ST Idtem WwawwA0d UOISTAK]

JZHIQOIN ‘mau quawsdeuswr 13z o uonedLur uoneduf ‘uonezedio BU=DTER 0 3 7N

JOTRTPIA] ‘awn-[[ng uoneduf UoTRIDOSSY  O[Eds-wWmipa]y  Jo wounueds() jusuwwasoFuop unsig

avayy sppem e

I01BANIOJ sdnosd 1aunrey ‘Knamid uonediuf remdu eday Jo yuegq

Iaymuapt woumasofiuss  Yjuswdojsasp 1ozTuedio ‘uonedul  Jo waunredsgy ‘luswuraaod wawdojasag
waforg ‘aun-{iny uIsAg dnoig Jou  [edaN/THVO -luag [emnoudy feday

s3ajoa

saziuedio sme)s Surzraedxo L uonediLn spmde  siomimeday  siojuewaydun

-epos Jofel  Jazmedso-[eROS joswog  szmedio-ppog  Joadl wel BMo Jo smelg apRpy inunop

(AD SOLLSINALIVIVHD WVIO0Ud YAZINVHIO-TVIDO0S 40 AAVININNS





