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Evolving a Management Information System for Irrigators’ Associations

Fay M. Lauraya, Antonia Lea R. Sala
and Ma. Juliet Caceres13

INTRODUCTION

This paper documents the procedure adopted in evolving a management information system for
Irrigators' Associations (IAs) using the results of the self-assessment of irrigation system
performance by farmer leaders in a river irrigation system in the Philippines. The management
information system aims to strengthen the IA's managerial capability by introducing a systematic
process for planning and monitoring IA activities, improve farmers' capacity to analyze the
performance data they themselves have collected and to link the IA's management information
system to the National Irrigation Administration's (NIA) information needs. The paper poses
several challenges both for the farmer organization and for the partner agency in order to sustain
the feedback mechanism instituted.

In 1991, the Bicol University (BU) together with the National Irrigation Administration (NIA)
Region V, and IIMI Philippine Field Operations introduced a self-assessment mechanism for
measuring Irrigators' Association (IA) performance in two farmer organizations in Nabua,
Camarines Sur (about 400 km South of Manila). The project covered an aggregate of 2,636
members and 106 farmer leaders. Encouraging the use of the self-assessment process among
farmer leaders as a routine performance monitoring mechanism within the organization became
an impetus for evolving a management information system in the IA. This paper analyzes the
process adopted by the farmers in developing a management information system for their
organization.

RATIONALE

IAs have been organized to operate and maintain irrigation systems in cooperation with NIA.
In recent years, IAs have been assuming important system management responsibilities,
particularly those under Type II and III contracts. Under the Type 1I contract, farmer
organizations assume system operations and irrigation service fee (ISF) collection functions.
System operations include: 1) planning and undertaking O & M activities from the turn-out to
the main farm and supplementary farm ditches; 2) planning implementation and monitoring of
the cropping calendar; 3) water allocation and distribution; 4) conflict management and 5)
maintaining linkages between farmer users and NIA. Collection functions include: 1) planning
effective collection strategies; 2) distribution of ISF bills and 3) undertaking ISF collection.
Meanwhile, Type I contracts involve full turnover of all or part of the irrigation system to the
farmers.  Although the farmer leaders of IAs undergo leadership training before their

13 Project Leader and Study Leaders, BU-NIA-IIMI Project to Strengthen the Management Capability of
Irrigators' Associations in Bicol, Philippines

117



organizations assume these tasks, they have not successfully internalized mechanisms that
strengthen management capabilities in order to face the challenges poised by their new irrigation
management responsibilities. Thus, self-assessment of performance by farmer members and
farmer leaders was conceived. The objectives of self-assessment are as follows: 1) monitor and
evaluate performance of irrigation systems in general and IAs in particular; 2) introduce a
learning process to identify and characterize the types of strategies that could be used internally
by farmers to catalyze collective action; 3) strengthen the IA's managerial capability by
introducing a systematic process for planning and monitoring IA activities (both for operations
and organizations); 4) improve farmer capacity to analyze the performance data they themselves
have collected; and 5) link the self-assessment scheme with NIA's information system.

As the term suggests, self-assessment required the turn-out service area (TSA) leaders to gather
data pertaining to the situation of his turn-out which are indicative of how well he is performing
his O & M and institutional development responsibilities. This self-correcting scheme is
complemented by participatory assessment by farmer-members at the lowest stratum of the
organizational hierarchy, as spearheaded by the farmer-leaders at supplementary ditch levels.
Utilization of the TSA Leaders'performance report by the Board of Directors (BOD) and officials
at the central level of the JA completes the information flow to the decision points of the
organization.

Figure 1 illustrates the relationship of the organizational structure to the information flow
required by IA decision-makers. Levels I to TII are the stages where the data are generated,
analyzed and acted upon. Co ;

Tracing the information flow in the organizational structure of the IA, the TSA Leaders are the
vital link between the IA Central Level Officials and the mass-based membership. If the TSA
Leaders are inactive, the chain in the information flow is broken, resulting in inaction. Given
this strategic role of the TSA Leaders in the organization, the IA officials should have an
information system that would enable said officials to monitor TSA leaders' performance.
Considering that the TSA leaders are already collecting the data that reflect capability to carry
out their mandated functions, the next step was to put in place a mechanism that would channel
and process the information from the TSA leaders to the central level officials and the BOD.
Data generated by the TSA leaders not only captures their performance indicators but also
covers information pertaining to the status of irrigation structures, farm data needed to establish
proba{)ble‘c'ollection level of irrigation service fees, and problems and issues experienced by the
méembers. o o
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Figure 1. Organizational structure of the IA adopted by the action-research project
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CONCEPTUAL FRAMEWORK AND METHODOLOGIES USED

Conceptual Framework

The self-assessment process serves as primary data source for the management information
system of the IA. A sound feedback mechanism shall have a direct consequence on the level
of performance of supplementary, turn-out service area leaders and 1A officials which in turn
shall have bearing on the degree of effectiveness of the farmer organizationin delivering services
to the water-users. NIA would also benefit from the IA’s Management Information System by
facilitating its data generation requirement at the grassroots level. It may be mentioned that as
part of the project's intervention activities, the O & M personnel have adopted their own
performance assessment system utilizing the data reported by the TSA leaders. Through regular
interaction with the farmer-leaders, NIA personnel are provided with timely information that
could be used as a basis for planning the O & M work of the agency. The designed reciprocal
action between the agency personnel and the farmer-leaders is hoped to result in a better
working relationship between water management partners that would lead to improvements in
irrigation system performance.

Figure 2. Conceptual framework

Management Information ' Improved Increased Effective-
System Using Self- ---> T¢A Leaders |--->| ness of Farmer
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| |
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Figure 2 illustrates the schematic flow of expected results of the Management Information
System

Methodologies Used

1. Establishing 1A Profile as baseline data. At the onset, farmer leaders felt the need for baseline
data that would establish the profile for the organization. Using the spot mapping technique,
TSA Leaders sketched their service areas to reflect: a) boundaries of turn-out service area,
supplementary and main farm ditches; b) lot number and lot area; c) structures and facilities;
d) names of owners/tillers and e) tenurial status. These data were deemed useful by the 1A as
a basis for membership caimpaign and collection of membership dues. On the part of the NIA,
the spot map data updated the list of water users and validated farm areas for billing purposes.
Although the said agency has an existing reporting mechanism (IAMIS), such is not currently
adopted in the field due to its present format which requires voluminous data on a per farmer
basis. Initial results showed that there are a number of farm lots not presently registered with
the IA and the NIA that are using irrigation water but are not billed. For the next cropping
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season, it is expected that there will be an increase in irrigation service fee collection due to the
inclusion of newly identified water users in the IA/NIA's billing list.

2. Data Generation. As mentioned earlier, the information system of the IA utilized self-
assessment of the performance by the TSA Leaders (including the leaders at the lower level of
supplementary ditches) as primary inputs. In designing the self-assessment tool, the project
team has taken into account the dynamics of the IA organizational activities vis-a-vis farming
activities. Farmer leaders are analyzing the data they themselves have collected. A sample of
the data gathering instrument is herein attached as Annex 1. Through a series of consultation
meetings with farmer leaders the instrument was streamlined to reflect the most essential
questions needed by the TSA Leaders to carry out their functions, The questions had also been
transformed to facilitate recording but at the same time draw out vital information for planning
and decision-making. Data gathered cover the areas of water management, organizational
activities, maintenance, conflict management and farming activities. Inasmuch as the self-
assessment process had been structured to capture the indicators of performance of the TSA
Leaders, a list of the latter's duties and responsibilities was attached to the questionnaire. This
list served as the link between the self-assessment process and the farmer leaders' mandated
duties. By emphasizing the objective of the self-assessment process, to support TSA
Management, the researchers gained the farmer leaders’ cooperation for the recording process.
The spotmap drawn by the TSA Leader contains valuable baseline data and was appended to
the self-assessment questionnaire, The spotmap served two purposes: a) as areference point in
filling in the questionnaire and b) as a place to record status of canals and facilities.

On the part of NIA, each ditch tender is assigned a specific area of assignment within the IA's
service area and has a TSA Leader as counterpart for the O & M task. Since their duties are
complementary, the researchers believed that the ditch tenders should also gather field
information reflecting the situation in the turn-out which is relevant to the TSA leaders and their
performance. Thus, a monitoring form was devised for use by the said personnel, which is
attached as Annex 2. The form contains data on farm activities, planted and harvested area, TSA
leaders and ditch tender performance, length of canal cleaned and maintained, level of collection,
status of structures, etc.

3. Data Processing. The TSA Leaders, by virtue of the IA by-laws automatically comprise the
BOD, the central decision-making body of the organization. In the pilot IAs, one IA has 59 TSA
Leaders, while the other has 47. To facilitate reporting and processing of data from the self-
assessment results done by the TSA Leaders, the "small group” concept was adopted at the IA
central level whereby each IA official was designated to oversee a group of TSA leaders. Given
the present number of 6-7 positions (president, vice-president, secretary, treasurer and auditor;
one IA opted to elect an assistant secretary) each IA official is responsible for 7-8 TSA leaders.
He is assigned to supervise the accomplishment of the self-assessment tool, consolidate results
and report the same to the BOD during its monthly meeting.

Inasmuch as the performance data collected by the ditch tenders covers both the areas of
responsibility of the TSA Leaders and the ditch tenders the watermaster is provided a complete
picture of the system for his own planning and decision-making function at this supervisory
level. He then channels the consolidated report to the irrigation superintendent (IS) for action
called for at this higher level. The ditch tender and the watermaster were designated by the IS
to be NIA's representative to IA’s BOD meetings or assemblies where NIA's participation is
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needed. This arrangement facilitates the resolution of ‘issues brought about during BOD
meetings needing NIA attention. NIA's institutional development officer (IDO) is responsible
to organize IAs and to develop training programs for farmers based on training needs identified
by the O-& M personnel. ' ' o '

LESSONS AND CHALLENGES FOR SUSTAINING A MANAGEMENT INFORMATION
SYSTEM

At the time when this paper was written, the project team had just finalized the design for the
self-assessment tools both for the IA's and the NIA's O & M personnel. Even at this early stage
the project team has experienced several things which deserve reflection about the process.

While we recognize that information is a key ingredient in decision-making, and it is important
for organizations to devote attention to designing appropriate systems of information flow (Kast
and Rozensweig, 1974), it is usually important to recognize the capability and resource at each
decision point in the farmer organization to match the scope and influence of their decision-
making functions. In the case of the IAs, the TSA leaders in LAPSEFIA (which has a Stage It
contract with the NIA), are responsible for clearing and maintaining farm ditches and have the
authority to decide on how they will undertake these obligations. Repairs, scheduling of
cropping calendars and budgeting are all decisions within the realm of the central decision-
making body, the IA BOD. Prior to the introduction of a pilot management information system,
the generation and disbursement of funds were centralized functions of the organization. TSA
leaders were not provided with regular funds which they can use to act on matters within their
authority. The only resource available to them is voluntary services from members, which also
requires mobilization funds for meals or snacks as incentives. A challenge that IA Leaders
should ponder is how to provide real incentives to farmer leaders to turn in higher performance
and to act on the problems and issues resulting from the feedback mechanism instituted. As
Goonesekera concludes (cited in Merrey, Rao and Martin, 1988), there is a need to provide
irrigation managers with financial incentives to provide good management. For a start,
LAPSEFIA and BRISDAFIA (the two [As covered by the project) have centralized the collection
of annual dues from members. As much as 90% of such dues are now retained at the TSA level
as seed money for TSA activities. On the average, each TSA stands to collect about P250.00 (US$
10.00) per year, which is very meager indeed. Another means for increasing funds is to
intensify ISF collection by systematizing collection procedures and providing higher incentive
pay for IA collectors. '

Feedback from the President of the IA attests that the information system will serve as a basis
for farmer-leaders in providing direction for the organization as a whole. However, 1A officials
are pressured to act on problems that are supposed to be within NIA's realm of responsibility,
in order to maintain the feedback mechanism instituted at the farm level. Because of farmers’
increasing awareness of the condition and performance of their irrigation system, they have
become more "demanding” of NIA to fulfill its part for operating and maintaining the system.

The constant reference fo inaction of NIA on problems (which surfaced during the participatory

assessment process conducted in 1991) was a learning experience in itself. Henceforth, farmers
were encouraged to identify workable areas given their organization's limited resources and to
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pin less hope on the NIA fulfilling its part of the O & M contract (given the agency's present
financial condition). Researchers observed that when NIA staff were open with farmers about
its limited capacity to fulfill its O & M obligations, this triggered positive responses among
farmer leaders to act on problems even if they were the legal responsibility of the agency.
However, the IAs do not have enough financial resources to undertake major maintenance and
repair works required by existing structures, Turn out gates with locks are seen by farmer
leaders as critical problems that should be reparied in order to have control over water releases
and to impose penalties on undisciplined water-users (through suspension of water delivery).
Meanwhile, the IA has come up with a list of rules and regulations with accompanying sanctions
for violations to protect the structures and irrigation facilities. IA officials are seeking the
conversion of IA policies into Barangay (a political subdivision smaller than but within the
Municipal boundaries) or Municipal Council's ordinances or laws as a measure to elicit higher
compliance. '

CONCLUDING REMARKS

The basic intervention activity employed by the project team is the evolvement of a management
information system within the IA that utilizes the self-assessment of performance as primary
input. For this system to effectively work, it would need several ingredients as follows:

Firstly, TSA Leaders who recognize the sensitive role they play in the information flow within
the organization; who care enough to act on issues and improve their performance for the
betterment of service delivery.

Secondly, IA officials who have the vision to set higher goals and steer the organization towards
attainment of those goals through sound judgment based on adequate and reliable information.

Finally, an honest assessment of existing capabilities in order to establish a clear-cut role
between the agency and the IA as basis for defining areas for action-planning and: decision-
making is called for. s

REFERENCES

Kast, F.E. and Rozenzweig, ].E.,, 1974. Organization and Management: A System Approach.
Quezon City, Philippines. McGraw-Hill Kogakusha Ltd. Phoenix Press, Inc.

Lauraya, F.M., Sala, AR., and Wijayaratna, C.M., 1991. Self-Assessment of Performance by
Irrigators’ Associations (Philippines). Paper presented at the Third International
Workshop of the FMIS Network on Performance Measurement Farmer-Managed-
Irrigation Systems, Mendoza, Argentina, 12-15 November 1991.

Merrey, D.J., Rao, P.S., and Martin, E., 1988. Irrigation Management Research in Sri Lanka: A
Review of Selected Literature. IIMI Occasional Paper p.27.

123



OO OV D

“(yiuour sy pasudtadx 13jEm J3A0 SIIYUC Jo Jaquind [e0])
1 vu uepnq uey Soe] vs Fiqm e pofuouew umnqeseuiseySed rep/jem e3w uru Jueqq vy |30y UR w1 ] 1a

(rrawadeuely PIyues) [Em[ B Hsjosas-Feg

“(aarem jo Aiddns Juspyymsuy st 2591 UAGM UONEIOS W sedpiyted oym swreg Jo Jaquinng
i3qny s prdnndeu o Suenny3eu jnousny ue Uy o[ UOKEOL BS Suwqeieiden ve vwio-ered Zuenyy 5o}

(ogm3m3-Seuid unyy) uoneoy

-(zepuajes Suiddors yim Ajdwnos oy [rej oym susuLIe] Jo JaqUINN) JEpUBTED Buiddor> es pounsSeu jep ue virg bt |

(Funuoo 51 1a1em uonIRBL
US\M MO Ol SIPuLIe] Jo Jaqunp) (diqny Suepures ue jogeew uLrRNU UNY WEIE P ewo-pred Sueig 1g

(UOHEDTUNIUII0.) WOASEYIUNWOY

‘(A1ddns 121eMm qUaDYNS Yim puel Jo sjadsed 10 SIOJULIR) JO JAQUINN] :9wqmy uu Ljddns
Fuoueyseq/ Lddns Suewe; Uty enyeyeyEU UE JNC-WINY BS wewnueyeidid Suelep wu epased ue 1qe) By v

uoynGUISK] 133epn

I -

oL

X

Pvmuzmu¢2§ WLLV M) DINL NV IVHINVIN-DOVL "8 D014

uLiof Juawssasso-flas apdwvs -1 xauuy

124



- € dnoiny
7 dnoury
1 dnorsy

125

‘(s3upvaw papuape
oym dnoad jewss sy ut s1ouwey Jo saquinyyy ;Hunnw 1 spuge-Seu ue dnoid jpews es vwo-ered e Juen, 2%

“(qow s1yy sSuneaw

papnpuod oym sdnosd jrews jo saquuinpp znuy e ueng es Surpured rf emSreySeu e dnoid ews Juenyg €V
_— “(s3upeew a3 papuspe oym ssowe) Jo saquinp) ;Suniw 1 puge-Sed ue y51 vs vwo-ered edu 2uesy v
‘(qauows spyy pley s3upeawr Y] Jo JaquIng] Ul ey ueing es oqrumd eu Sunpew vy uey Juepg Iy
{s3uppapy w1 axurpusny) Supny e es edisuasary v
SILIALLDY TVNOLLYZINYOIO

40 DNINNVTD NOASYSINVOEO VS AVAALLY VOW NV ONVIIOVI "> 1018

‘(qauow sy} Hsvy syads uaard ssswniey Jo Jaquinpp

Juepng vu ueduolu uoyoqidi8 foyeqer; u ow uemedid Jue yg1 uey fov] es vwo-eied e3w Suesy i
{UoNNQLISIC se]) oyRqel] P Jinquistp-Sed 3
‘(paajosal
Apsea usaq sey Jey) 183em UoreSiL 240 spPIgUOY J0 Joqumnu [eo]) sindeed eu Keieur es uo4sn)os U
usMmEIeU O SO[0) Iq[osieu ue 3iqn; es paSuourw weynqereuiseyed tep/[emut mu Suepg eu [eioy ue e Ta
__ ann( oL A1l o g NDOTE __
e —

- C O C C C CCCC ¢ CCCC OO«



Y )

Y Y )

A I B B

=

sarepsy jusjeainba uj ¥d
uoneduIL WOy ks JNOYIM SIO[LIR) JO 0N £d
sayepay Jusealnbe U] 7
1a3em jo £1ddns WwRpLYNS YLm S1ojule] o “oN rd
NCOLENGMEISIA 331Vat 4 20014
{so1e109}]) e 0], LAY PRISIAIEH JO AP vy

UOINPUOD AIOISBJSITES UL S3IRPAN] q

pafeurep sarepay B
——ee sdoay jo snjeig Y
eaIy (8101 (soamal]) Bleg OL pael] vy v

Sunsaarey @

a3eureip peunuLag P

soueuajureta dow )

Sunuerd q

wonyeledaid puej pue Sunjeos pue| e

(uy paBedus sjojuey
30 Joquinu jeMpu])  SAIPY Sutuueg jo aduig 184
= VIV WivVd 'V DO

s1o] uleq
3O Iaquunng
¥3AWIDIA AFANIAON THFOLD0 WIENALAAS | Isnonyv And
VIV ANITE
VSl 40 INVN

wsof Surcopuons aduvuiofiad 4apuay Yo p qwaof apdwpg 7 xauuy

126



uompucs pood us - ¢
pood Ljesspow - 7
paSewrep - |

ey 19035 q

uopipuos pood - ¢
poo2 Appyesspow - 7

pedewep - |
X0g UDIS1AL] e
SIINPIG jo SNejG [0

Awp - ¢
ueap Apre) - z
weap> Aaa - |
s[ewe)) Wy jo snyEg ¥D

Lp - ¢ _
uea]> Apge; - 7 _
ueap A19a - |

S[RIRIR] JO snjeyg D

fap-¢

ueap A[M1e) - 7

ueap> &334 - |
SQS Jo snieig 4o}

Amp - ¢

ueap AJrey - 7
uvap A1ea - | _
SOIN Jo Snjeyg I'D> *

STHOLIQ WAV 40 TONVNIINIVIA D MD0TH

JITNFOIA

| —

YAGNIAON

¥I901D0

YIANALIAS

1snonv

yBua] peues

VIV INIT4

— e —

o C C C C CCCCC ¢ OO

TRIHOD T XIUUY

127



)

A

Y Y DY Y Y )

IOISEN 121PAL L
: :Aq poIEpIteA
sape] YSL
:4q paziol paymIeD
sopafed VIN 0 q
ﬁ 0} ‘e
“21ep 03 5] pied aary Jey) S2aTRRY Jo ON ra

10ddsY TVIDNVNE ' 2074 |

uontpucs pood ut - ¢
pood Ljyesopow - 7
poewrep - |

YO P

uopuc> pood ul - £
pood Ajpeiapow - ¢
peSewrep - |
a3pug 1004 )

AIAWIDI l_.. YFAWIAON

AHAWHLIIS

1sNonv

A

YIVdINIT4

YIUOD) T XFIRUY

128



il o T T T - o
ol
—

aeq aeq e

ooy SWDK0I] Moy SwaK oL UORYY swaosd

e e fFeQ

uompy swajqol] uory suapqoL] uonsy SWwaKoL]

}eq ANk 38T

uogsy SWRjqoid uoppy swaKoLd uoRY SHISIOL]

= ————— e —————— = ————

TVYSL A8 GITHO4TH /AFAYISHO SWITIOHS

C C C C C C C CCCCCCC OOk





