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INTRODUCTION 

THE PAKTICIFATOXY-AWROAM PROORAM for developing communal-irrigation systems in the Philippines 
applies the concept of combining financial and technical assistance to fanners with obtaining 
their maximum participation in the planning, design, construction. and in their eventual 
assumption of operation and maintenance of the completed systems. This concept evolved from 
the unsatisfactory experiences of constructing communal-inigation systems through the “dole- 
out’’ method of assistance in thet1950s to the early 1970s. These were designed and constructed 
without farmers’ involvement., ‘They were poorly operated and maintained and their costs were 
not repaid. These contrasted with the centuries-old, indigenous, fanner-built irrigation systems 
which are operated and managed by strong and cohesive farmer organizations without state 
intervention. The following are the general lessons derived from case studies of same indigenous 
farmer-built systems (Siy, Jr.. 1989): 

1. The collective effort to build the irrigation system and subsequently to maintain it resulted 

2. The physical and institutional aspects of the irrigation system evolved simultaneously. 
3. Overaperiodof time theorganization developed the ability to findspecific solutions suited 

4. These associations nurtured leadership skills. 

The Participatoly-Approach Program was pilot tesIed by the National Wgation Administration 
in two systems in 1976 and in hvo other systems in 1979. The Program was expanded to 14 

in a saong sense of ownership of the system. 

to local circumstances and resources. 

(Head. Communal-Irrigation Systems Section of the Institutional Development Deparhnnent, National 
Irrigation Administration. the Philippines. 
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systems in 12 regions in 1980 and further expanded to 25 systems in 1981 and to 108 in 1982. In 
1983, the Program was applied in all National Irrigation Adminismion-assisted communal- 
irrigation systems. At present, there are already 1,694 systems with an area of 232,163 hectares 
(ha) that have been completed under this Program. 

An impact evaluation study conducted for National Irrigation Administration's Participatory- 
Approach Program (de 10s Reyes and Jopillo, 1989) indicated better performance compared 
to non-Participatory-Approach Program systems. Irrigation facilities constructed under the 
Participatory-Approach Program are viewed by farmers to be more functional, systems are more 
productive (with greater increases in rice yields and in irrigated area during the dry season), and 
the irrigation associations are stronger. 

PHASES OF IRRIGATION DEVELOPMENT AND ACTIVITIES 

ORGANIZATION WORKER 
OF THE IRRIGATION-COMMUNITY ORGANIZERDRRIGATION- 

Investigation and Selection Phase 

The work of the ImgationCommunity Organizer/Irrigation-Organization Worker fielded as 
profile writer during this phase could be compared to that of a researcher. The Irrigation- 
Community Organizer/Irrigation-Organization Worker collects data and information that are 
used in determining the institutional feasibility of a project or system. This is done through the 
development of a project-institutional profile. Thesedata are used to select and prioritize projects 
to be implemented. The profile is also used by the Irrigation-Community Organizers/Inigation- 
Organization Workers to develop their intervention strategies prior to deployment in the project 
area. 

Preconstruction Phase 

Six to ninemonths beforethestartofconstruction an Irrigation-CommunityOrganizer/Inigation- 
Organization Worker is fielded in the project area to facilitate organization of the farmers into an 
irrigation association. The following are the different institutional activities undertaken by the 
Irrigation-Community Organizer/lrrigation-Organization Worker during the preconstruction 
phase: 

* Integration with the community. 
* Social investigation. 
* Facilitating farmers' meetings. 
* Mobilization of farmers. 
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* Formation of preconmction committees. 
* Right-of-way negotiations. 
* Membership recruitment 
* Securities and Exchange Commission registration. 
* Water permit application. 
* hesentation of project-development scheme. 
* Conducting of preconstruction conferences to discuss and formulate. the National Irrigation 

Administration and the Irrigation Association policies for conshuction. to discuss pmvi- 
sions of the Memoranda of Agreement, and present the final system design. 

* Training of irrigation-association officers and selected members. 

Construction Phase 

After the signing of the Memoranda of Agreement construction may start. In this phase, the 
Irrigation-Community Organizer/Irrigation-Ckganimion Worker role centers on facilitating the 
participation of the Irrigation Association in system construction and in strengthening the 
leadership and decision-making capabilities of the association. The Irrigation-Community 

.Organizer/ Irrigation-Ckganization Worker also acts as coordinator between the Irrigation 
Association and the technical staff for discussion of issues that crop up and as mediator or 
facilitator during such discussions. The Irrigation-Community Organizer/Irrigation-Organiza- 
tion Worker would also continuously provide advice or suggestions on what the Irrigation 
Association should do and constantly remind them of their responsibilities. The activities during 
this phase include: 

* Creation of additional committees such as 
1) quality-control and quantity-control committee. 
2) cost-control committee, 
3) manpower and inventory committee, 
4) equity-generation committee. 

* procurement of construction materials. 
* Manpower mobilization. 
* Material delivery and issuance. 
* Inventory of materials and equipment 
* Cost recording. 
* Cost-reconciliation sessions. 
* Equity generation through cash, labor, and materials. 
* Construction of structures and facilities. 
* TestNn before the turnoverofthesystem toidentify any defec tsin theconstructedfacilities 

and structures. 
* Debugging. 



84 

Operation and Maintenance Phase 

For system turnover the ImigabnCommunity Organim/higation-ot.Banization W o k  facilitates: 

* Irrigation Association acceptance of the final statement of chargeable costs which would 
become the Irrigation Association loan after deducting the equity generated by irrigation 
association. 

* Signing of turnover papers. 
* Formulation and signing of the amortization schedule. 

Before or immediately after the turnover a training on System Management is coordinated by 
the Irrigation-Community Organim/higation-Organization Worker for the Irrigation Association. 
During training the Inigation-Community OrganizerAmgation-Organization Worker often acts 
as a resource person. The System Management features the preparation of actual Irrigation- 
Association plans on I) cropping calendars, 2) water distribution. 3) farm facilities improvement. 
4) maintenance, 5)  problems of d c t  management, and 6) delinearion of duties and responsibilities 
of officers and members on operation and maintenance. 

The functions of the Irrigation-Community OrganizerlIrrigation-Organizarion Worker during 
the operation and maintenance phase are to assist the Irrigation Association in: 

* Mobilization for operation and maintenance of committees such as the irrigation committee, 
membership and education committee, financial management committee. and audit and 
inventory committee. 

* Development of operation and maintenance plans. 
* Collection of amortization payments. 
* Record keeping. 

The Irrigation-Community OrganizerAmgation-Organization Worker remains in the pmject 
area for two cropping seasons (one year). After the two cropping seasons the Irrigation- 
Community organizer/Irngation&ganization Worker is withdrawn and the Irrigation Association 
assumes full responsibility for operation and maintenance of the system. The system however, is 
visited periodically by the Irrigation Technician or Irrigation-Community Organizer/Irrigation- 
Organization Workerassignaltoanearby project todeterminewhethertheImgation Association 
may need any assistance. 



THE IRRIGATION.COMMUNITY ORGANIZER/IRRIGATION~ 
ORGANIZATION WORKER: IDEOLOGY, RESPONSIBILlTIES, ROLES, 
AND POSITIONS 

Tho Irrlgatlon.Community OrgMizw/Inlgation.OrganIzation Workor MU u a oaUlyit and 
faciUtator, He aiiiiti, adv\wr, encouragei, guldei, quertloni, and uguei with the hrmwi but 
leaveithe~lilonmakingtotheIrrigatlon Auoclatlon. Hedow notdowarkwhlchthekgntlon 
Aiiochtlon ihould underlake but rather guidei the Mgatlon ai iocldon In mallelng lu potential 
In ourylng out reiponiiblllUei and taha through p o u p  actlon, An eIlective Irrlgatlon.Community 
Organlz4r/Inlgadon-~ganlzation W o h r  11 one who can h v e  the Irrlgatlon Aiioclatlon after 
project completion wlthout lmpalrlng the itabillty and capablllty of the aiioclatlon (Natlond 
higadon Admlnlimdon, 1985), The Nadonal kgatton AdmlnliMtlon’i Irrigatlon-Cmmunlty 
O r g a n l ~ g a d o n - O r g a n l ~ t l o n  Workeri adhem to the “profma iundpolnt,” ooniiderlng 
the lntereitr of the farmer# a i  thelr prlmuy concern. 

Relpondbllitler 

1. kd i t  fmerdkrlgatori lo organize themidvei Inlo a oohwlve and functional Irrigation 
Aiiochtlon that C a n  niponiibly purlcipateln the planning, deilgn, oonitructlon, andeven- 
tun1 operation and mdntenance of the iyitsm, 

2, Coodnate  wlth technical itaff lo facllltate fumeri’ puriclpation In all p h u e i  of project 
developmenf 

3. Facilitate uieiimont of krigation-wmmunty needi and ~ M U I G M .  The Irrlgatlon.Com. 
munlty Organlzer~gation.~ganlzatlon work lnltlalsi dlicuiiloni of nWi and prob 
lemi thereby mlnlng the Irrigation k iw ia t l on  In problem-iolvlng and declilon.mrklng 
pro c e a1 e r , 

4, Fl~lUtate the development, conduct, and evaluation of capablllty development program 
on hlgatlon Aaociatlon leaderahip, flnanclal management, and Lrigatlon-ayim man- 
agement 

5, Monitor and evaluaN the progreii and itatu8 of the lrrlgatlon Aiioclatlon, 
6. R e p w  and iubmit perlodlc progrwi roportl. 

Role8 

Tho dlffmnt roloa that an Irrigation-Communlty Organizer/Irrlgation- Organiwion Worker 
playi in facllitatlng Lrigacion-aiioclatlon organliatlonal development m the following: 
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Catalyst 

* Helps the irrigation community establish means to achieve its goals. 
* Helps the community to formulate its direction by encouraging local initiatives. 

Facilitator or Enabler 

* Facilitates the organization of the Irrigation Association. 
* Helps the farmers to recognize the existing circumstances of their community. 
* Motivates people to express their ideas and feelings. 
* Consistently guides the community to realize its potential and strengths in cooperative 

work. 

Consultant 

* Provides data, technical expertise, and resource materials. 
* Points out community situations and issues. 
* Acquaints the community with experiences of other projects to instruct in useful principles. 
* Provides evaluation and interpretation of the process of collective action. 

Change- Agent 

* Helps farmers to realize the need for change. 
* Facilitates farmers' decisions on problems, action planning, and implementation of plans. 
* Guides the farmers in the evaluation and assessment of their progress. 
* Makes provisions to sustain the changes adopted. 

Trainer 

* Assists the Irrigation Association in the development of its problem- solving and decision- 
making capabilities. 

* Facilitates provision of capability-development programs to the Irrigation Association on 
leadership, financial management, and irrigation-system management. 

* Develops the capabilities of the Irrigation Association in conducting action-reflection 
sessions for any activity it undertakes, so it should be able to analyze the strengths and 
weaknesses of its actions and plans, and thus develop the basis for further improvement. 
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Deployment 

Generally, an IrrigationCommunity Organizer/Jnigation-Organization Worker in the Philippines 
is given one base. project (either a preconstruction or construction project) and one to two 
radiation systems (usually operation and maintenance systems or systems under rehabilitation 
with existing irrigation associations near his or her base) for periodic visits to assess the need for 
assistance. 

Positions 

The Irrigation-Community Organizer position was created in 1976 while the Irrigation-Ckganimtion 
Worker position was created in 1986 when the National Irrigation Administration embarked on 
a crash program in communal-irrigation system development. In the mid-1980s. the continued 
existence of the contractual Irrigation-Community Organizers was questioned because of a Civil 
Service rule that persons may be contracted only for a limited period (about 2 years). After that 
time, the technology should have been transferred to the regular staff of the institution. Because 
of this, since 1987 the National Irrigation Administration has not hued any additional Imgation- 
Community Organizers. All Irrigation-Community Organizer positions vacated since then have 
remained vacant. In place of Irrigation-Community Organizers the National Irrigation Admini- 
stration hadbeen hiring Irrigation-Organization Workers on a daily-wage, temporary-hire basis. 
This, however, presents a problem to the agency. Because of the absence of permanent positions 
for organizers a large number of Irrigation-Organization Workers and Irrigation-Community 
Organizers had been transferring themselves to other agencies involved in extension, where they 
enjoy higher pay and security of tenure. As a result training costs of the National Irrigation 
Administration are higher, because replacements have to be hired and trained every year. 

SELECTION AND TRAINING 

The capability and efficiency of an Irrigation-Community OrganizerlIrrigation-Organization 
Worker is a vital ingredient in the implementation of the Participatory-Approach Program. The 
scope of activity of an Irrigation-Community Organizer/Inigation-Organization Worker requires 
a wide variety of skills, knowledge, and ability. To ensure hiring of qualified Irrigation- 
Community Organizers/lrrigation-Organization Workers, the National Irrigation Administration 
has developed a process and guidelines on Irrigation-Community Organizer/Tnigation-Ckpkation 
Worker recruitment. 



Recruitment and Selectlon 

The Mgatlon-Communlty Organizor/lrrlgatlon.Organlzatlon Worker recrultment and ieleotlon 
proceii ttaru wlth the Provincial Ialgatlon Offlce determlnlng lti requhmenti, Them am 
relayed to the Regional Irtigatlon OMce for evaluetlon and then iubmltrsd to the central oMoe 
for approval. Once approved the poiltlont OF vacanclei am potted at the Provlnolal Mgatlon 
Omce and munlclpal halli and announced through the rdlo or locd newipapsr. Appllcanti w 
rqulred to Rend thelr appllcatloni to the Rovlnclal Irrlgatlon OMce wlthln two to three w&i 
after pottlng and/or announcementi. The followlng nepi compdie the #election prooeii: 

* Evaluatlon olappllcatlon formn, 
* Inltlal Intervlew, 
* Piyohologlcal tenting. 
* Panel Intervlow. 
* Fleld expomre. 
* Flnal evaluallon. 

Tralnlng 

The Inlgatlon-Communlty Organlzer~gatlon~Organlzatlon Worken are glven talnlng to 
develop their crpabllltlea In cmylng out their reiponiibilltlet pdor to fleldlng and syaln prior to 
conatructlon. Other Irrl#atlon-Communlty Orgenlzw/Inlgalton.Ognnlzallon Worker tralnlng In 
leadenhip, flnrnclal management, and iyitem manngement iupplement them. 

PROGRAM MANAGEMENT 

In the pllot l uge  OF the Parrlclpntory-Appronch Program, program mansgement was the 
reiponalblllty of a ipedrl group reporllng dlmctly to tho Nstlonal Irrlgrtlon Admlnlitrrtlon top 
mmegemont, Aa the pollclet, procedurei, and guldellner for natlonwlde Implemenutlon were 
developedand ndopladprogram mansyment WM gradually vansfwred to tho regular unlti of the 
agency. At preient the natlonwlde lmplementatlon is belng iupervlaed by the Initltutlonll 
Development Department whlch 11 tho unlt OF the agency reiponilble for overnwlng the 
Inititutlonal.dovelopment actlvltlea netlonwido, A mcont change Implemented 11 the creatlon of 
the Inatltutlonnl Aditunco Sectlon at each Provlnclll Irrlge~lon Offlce, 
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FARMER fIWGATORS’ O R G M I N O  PROGRAM: AN ALTERNATIVE 
ORGANfZING SCHEME 

POTENTIAL AREAS FOR MPROVEMENT 

Tho following eould Be conaidwed M WII oP concern: 

1, The unnvallebiliry ofpmmentpodtlonn For Irrigntlon-CommunltyOrgmlrerr/Irrigrtlon- 
Brgrnl%ntlon Werken hM reiultad In the& gerting trrnrferl to Igenolw whlch offer berm 
prty md job aeeutlty. Thli In not only I 6 r l n  olexpenlle but diouldr to mlnlng coiu for 
replaeement8, 

2. Synehnht len of the rechnlcd work md the lnitltutlonrl work dthouBh rccepted In 
gtlnelple 8tlll requinn close monltwlng, In nome l n i w c e i  ~ I U M  oFr commlttsd tuget 
bte h gbyslesl eompletlen the Inadtudond rrpect Ir wrlfloed, On the other hmd, ilow 
aecompllehment of lnutltudonal commltmentn delryi the phyalcd work. 

3. A codnution mEhenium D horpoillre aeainlrnce of other IWCh lnvolved ln rgrlcultuu 
muut b developed. trrlgrdon development alone I8 not nufflclent, Other rprlculrunl 
usluwee uueh 8% lnpua mdcredlr are einentlrl to the procera to complement the prcwe 

4. The Fmer tnlguioru’ Orgmlzlng Repm nhould be conildersd M III  rltemrtlve for 
eommunal-lrrlgatlen system developmenr 

of asntstrmee to rmm, 
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