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Comparison of Support Services for
- Farmer-Managed Irrigation Systems
in Sri Lanka and Nepal

M. Samad and G. Shivakoti'
CHAPTER 1

Introduction

KEY ISSUES

IRRIGATION HAS BEEN employed to increase agricultural production. from very ancient times. The
prosperity of the great civilizations of the past--Egyptian, Chinese, Mesopotamian, Indus Valley--relied
heavily on irrigated agriculture.  Although the area under irrigation increased steadily over several
centuries, it is the twentieth century which is likely to be regarded as the heyday of irrigation.
development. From about 40 million hectares at the turn of this century, an estimated 193 million
hectares of land have been added to the global irrigation base bringing the total to some 233 million
hectares by 1990.2 The rate of expansion has been particularly impressive from the mid 1950s to the
late 1970s when the net irrigated area grew at about 2-4 percent per annum. The increase in area was
predominantly in developing countries where governments, often with substantial financial assistance
from international donors, embarked on irrigation development as a major strategy to boost agricultural
production and.economic growth. » , , _

Many of the irrigation systems created in this century are tYpicaIIy large-scale systems funded by state
revenues and managed by public organizations. These system are generally provided with a range of
government-sponsored support services. These include assistance in operation and management of
irrigation facilities, subsidized credit, special input supply, extension advice and marketing outlets. In
addition, these schemes benefit from superior physical infrastructure, social welfare programs-such as
improved domestic water supply, better health facilities and-other basic needs, and also legal provisions
and institutional arrangements to facilitate efficient water management. = :

Outside the . publicly managed systems there are a substantial ‘number of irrigation schemes
worldwide, which were developed by the local community. Not only do farmers provide the operational
and managerial input, but they are also responsible for maintenance and repairs. S

'Dr. M. Samad is an Agricultural Economist at lIMI, Sri Lanka. Dr. G. Shivakoti is an Agricultural Economist and Coordinator of
the Rural Resources Studies Program at the Institute of Agriculture and Animal Science, Tribhuvan University, Rampur, Nepal. -

’See Rangeley (1985), FAO Production Yearbook (1980), Yudelman (1993).
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Many of these systems are of ancient origin. They are predominantly. small surface and pump
irrigation systems serving less than 250 ha, and are usually located in remote areas which makes them
invisible to government functionaries and commercial services. Yet, in some countries the vast number
of farmer-managed irrigation systems (FMIS) collectively account for the majority share of the irrigated
area.

FMIS make a substantial contribution to agricultural production and a sizeable proportion of the rural
population is dependent on these schemes for their livelihood. Yet, during the past decades of irrigation
expansion, the importance of FMIS to national economies had often been overlooked. Until recently
these schemes were not even included in national irrigation statistics. Government support to the
schemes were minimal and generally limited to emergency repairs or minor upgrades to irrigation
infrastructures. Such undertakings were usually on an ad hoc basis and there was little effort to have
regular and continuous assistance as was the case with public irrigation systems.

In more recent years governments are giving more attention to farmer-managed irrigation systems.
Three principal factors provide the impetus for increased government intervention in this sector. First,
the growing recognition that areas served by FMIS can no longer be ignored as they represent a
significant and yet, under-performing segment of the country’s land and water resources.

Second, FMIS no longer consists of isolated communities of subsistence farmers, but of semi or fully
commercialized producers requiring modern production inputs and services.

Third, because of the poor record of performance of publicly managed schemes in many countries,
areas that were formerly served by public agencies are now being turned over to farmer management
or transformed into farmer-agency jointly managed systems as they are considered to be viable
alternatives to public management. These developments, combined with the rapid proliferation of
privately owned small-scale lift irrigation systems worldwide, have raised the priority for effective support
service programs to FMIS. ' -

At present, many governments have only limited experience with support services and are also poorly
organized institutionally to cater to the needs of the rapidly growing sector. Globally, diverse policies are
being designed and various procedures are being implemented with mixed results. In some cases,
providers of support services focus on certain geographic regions or specialize ‘in particular ‘services
rather than supplying the full range of services related to irrigated agriculture. In certain countries,
farmer-managed systenis are subsumed under the mandate of irrigation departments. Services provided
by irrigation agencies are often confined to construction/rehabilitation assistance and are driven by
agency quotas and annualized budgeting constraints than by local needs. In other instances, assistance
to FMiS had been channelled through some other departments: Agriculture, Local Administration, Social
Services. This has acted to shield the systems from the hydraulic works which come within the purview
of the formal irrigation department (Céward and Levine. 1987). Such under-provision - of support services
may seriously constrain the productivity, proﬁtability and the sustainability of FMIS. :

The foregoing concerns and th'é"grOWin'g “interest of the State to develop policies and implement
programs related to farmer-managed systemé{ calls for more information about various support service
programs. ‘ o

In order to improve their capacity to effectively serve FMIS, governments need to know what types
of services are required and which strategies for delivering support services are cost effective. There
is growing recognition that governments cannot provide ‘sérvices with the same intensity and the level
of subsidies as they had provided to public irrigation system. At the same time, the request for services
from farmer groups are strong and persistent. In recent years the involvement of the private sector, non-



governmental organizations and community-based organizations (such as water users associations) in
the supply of inputs and other services to the FMIS sector have increased substantially.

As different providers of support services have diverse arrangements, terms and conditions for
delivering services, there is the need for more systematic information in the hands of farmers as well as
by governments of the array of options available to them and their implications.

This report forms a part of a broader effort made by the International Irrigation Management Institute
(1IMI) to build up better information on contemporary experiences of support services for FMIS by
documenting and disseminating analyses: of support service programs in two countries, one in Sri Lanka
and the other in Nepal. “In both countries FMIS are a major component of the irrigated sector.

SCOPE AND OBJECTIVES OF THE STUDY

Support services include all those activities related directly to the irrigated agriculture production system
of FMIS. These include: (a) physical, e.g., construction and repair of irrigation facilities; (b) agricultural,
e.g., land development, provision of agricultural inputs (seeds, fertilizers, pesticide, herbicide, etc.); and
() institutional which. includes - agricultural extension, financing, marketing, training, regulating and
auditing and also water right issues and conflict resolution. : . :

This study concentrates primarily on support services for irrigation. The focus is on support programs
for rehabilitation of the irrigation infrastructure, institutional organizations for water management and
mechanisms for resolving irrigation related disputes. Other services such as the provision of agricultural
inputs, credit and marketing are only referred to in terms of how they are or are not related to the primary
support services which concern this study. _

Within this context, the overall objectives of this study are: (i) to analyze the support service programs
to FMIS in Sri Lanka and Nepal with a view to identifying the more successful approaches being used
to deliver support services; (ii) based on the synthesis of these two country experiences, to formulate
broad guidelines for planning and implementing support service programs for FMIS.

Within the context of the broad aims stated above, the more specific objectives are:

* To identify the kind of services being provided in the FMIS sector and mechanisms being used
to deliver services.

* To det_ermine how geographically representative .is the provision of services and with what
frequency and continuity are they being provided.

* To identify the types of services being provided by public agencies, non-government agencies
and community-based organizations.

* To examine whether service providers tend to specialize and cluster their services and what
implications does this have for meeting the needs of FMIS for continuity, flexibility and.:,acqess.

* To understand the legal and institutional frameworks for the promotion or hindrance of
meaningful support services. '



STUDY METHODS-

The study is based primarily on the following sources of information:
*  Areview of published and unpublished materials relating to governmental and non-governmental
. assistance programs to the FMIS sector.

Interviews with key informants- particularly, public officials and personnel from selected non-
governmental organizations involved with various support service programs tothe FMIS sector.

* Rapid appraisal of selected farmer-managed irrigation systems and interviewing of members of
the farming community, and officials of agencies implementing support service programs.

ORGANIZATION OF THE REPORT

After this introductory ¢hapter, which sets out the methodology - of the study, the report is organized. into
four other sections. Chapter 2 presents the findings of the Sri Lankan case study. Chapter 3 focuses
on: the ‘Nepal experience. Chapter 4 summarizes the main conclusions of the two case studies and
recommends guiding fprizn_ciples and __seduehce of activities for planning and implementing support service
programs for the FMIS_sector. ' o '



CHAPTER 2

ar o

- Support S’éfvic‘es'for‘Fa‘rhder-Meriaged Irrigation Systems in Sri Lanka

INTRODUCTION

THE TERM FARMER-MANAGED irrigation systems in Sri Lanka refers to small-scale irrigation facilities which
include small tanks (reservoirs), anicuts (weirs), fift irrigation systems from open wells and other
miscellaneous types developed by farmers in different agro-ecological environs. Ofthese various types,
small tank and anicut systems predominate in terms of the number of schemes, area covered and
number of farm families dependent on the schemes. In official irrigation statistics they are identified as
a distinct category -and referred to as minor |rr|gat|on systems.

Lift irrigation from open shallow wells was traditionally practiced in the Jaffna peninsula and few other
areas in the north and north-western parts of Sri Lanka. During the last three years or so, there has
been a proliferation of lift irrigation with individually owned pump sets in other parts of the country as
well, especially in the north-central region. However, there are no reliable statistics of the number of
such units nor the area covered. Therefore, the latter class of works is excluded from this study and the
focus is support service programs for the officially designated minor irrigation systems.

OVERVIEW OF FMIS IN SRI LANKA
Types of FMIS

The Irrigation Ordinance No. 32 of 1949 provided the first definitive statement on what constitutes minor
or village irrigation systems: "a minor irrigation system is one constructed by farmers wuthout government
help, or with the help of masonry works-and sluices supplied free of charge by the government and
maintained by the farmers.” According to this definition government assistance was to. be.limited to the
provision of physical structures whereas, maintenance responsibility was to remain with' the farmers.

The Agrarian Services Act No. 58 which is currently in force defines minor irrigation as an "irrigation
work serving up to 200 acres (80 ha) of agricultural land.® Under the provisions of this Act, the Irrigation
Department was responsible for the refurbishment and the responsibility for operatlon and maintenance
was vested with the Department of Agrarian Services.*

*rrigation Work" as defined in the same Ordinance includes: any tank, bund, anicut, ela, channel, distributary, field channel or
watercourse comprised in or incidental or ancillary to the irrigation -work.

*‘These definitions have identified the role of the community and the state at different periods of time. Previously the farmmg
community was responsible for operation and maintenance, the subsequent legislation emphasizes the role of the state in these
tasks.



Although the official definition of minor irrigation systems based on the size of the command area
facilitates technical and administrative inputs, it obscures the wide diversity of FMIS. The diversity is
expressed in terms of the physical characteristics of the system, agronomic features, socioeconomic
peculiarities, organizational structures and the way water management is pursued. The distinguishing
features are related to the environment in which the systems are located.. A detailed exposition of the
features is beyond the scope of this report. What is attempted here is simply to highlight some of the
important characteristics.

Small tank systems: are located principally in the Dry Zone of Sri Lanka.® Rainfall in this region is
highly seasonal and despite an average annual rainfall of 1,270-1,900 mm, year-round cultivation is
impossible without irrigation.® In the small tank systems this is accomplished by the local storage of rain
water by building -an earthwork transversely across the line of a natural stream to harness run-off water
from the catchment during the rainy season. As the general lay of the terrain is nearly flat most of the
small tanks are large in area, and the earthwork dam is long rather than high. Tank water is conveyed
to the field- along -channels by way of a sluice (horovva} with the bisokofuwa (acceSs tower).” i i

As the water supply available to the community, more than any other single factor, sets the l|m|t to

the area of land that could be cultivated and hence, to the size of the population which may survive

through subsistence agriculture, acquisition of water and allocating the limited supply uniformly” yamong
the users necessitate cooperation on a large scale. This fact was the most potent source of alliances
that contributed to strong community formations in the tank villages;® but at the same time it was aiso
a major source of hostility. This has demanded a set of well defined rules for spat:al and temporal
allocation’-of water in the command area. -
Historical evidence suggests that irrigation rules pertamlng to the Dry.Zone tank system had existed.
from very ancient times.® The rules were based on social principles and tended to emphasize equity
and adequacy in the allocation of water, rather than efficiency considerations. The precedent thus
created characterizes water allocation patterns in the Dry Zone small tank systems to this day.'
Anicut systems which depend on river and stream flows, were concentrated: in the hilly regions which
also correspond to the Wet Zone of the country. The traditional systems consisted of temiporary stick-

*Sri Lanka is delineated into three agro-ecolagical zones on the basis of annual rainfall as follows: Dry Zone = 1,270-1,900 mm,
Intermediate Zone = 1,800-2,540 ‘'mm and the Wet Zone = over 2,540 mm.

The agncultural year in Sri Lanka is distinguished into the maha or major season which caincides with the period of the northeast
monsoon from- October to late January and the yala season from April to August which experiences the southwest monsoon. In
the Dry Zone 40-60 percent of the rainfall is received in the maha season.  The rest of the rainfall is expetienced in the "inter-
monsoonal” period just before and after the maha raihs. June to Septémber -aré months of rarely. interrupted drought Thus yala =
cultivation is entirely dependent on.irrigation. . .

A tank is usualiy equipped with two sluices. The main sluice (maha horovva) which is located at the lower level supplies water
to the old or original command area. A second sluice (meda horovva) built at a. hlgher level supplies water to land subsequently
added to the command area.

8A notable feature of small tank systems in Sri Lanka is that a tank is ordered around a single village inhabited by a population
belonging to a single caste. .

*The scripts inscribed in the Kondawatuwana Pillar and the Wevelkotiya Slab inthe 10th century heyé‘»‘been interpreted as irrigation
rules enacted by the monarch for the tank systems in the Dry Zone (WeeraWardena 1982; Se"ne\'/iratne 1990).

YA classic account of the pnnclples of egalltarlanlsm embedded in the somal organlzatlon of a Dry Zone tank communlty is found

in Leach (1961). o !
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dams or ammunas built usually across perennial streams at appropriate places high above the Ievel of
the land. Water from the stream is directed to the field through channels built along steep slopes. In
modern systems, the temporary weirs were replaced with concrete ones. v

As anicut systems are dependent upon perennial sources of water the degree of integrative action
required by the user community is far less than in the tank villages in the Dry Zone. There are no formal
irrigation rules which govern the allocation of water among users. However, a significant feature from.
a socioeconomic perspective is that, much of the land area where anicuts predominate belong to
monasteries and feudal families. The land was farmed by tenants under highly exacting terms and
conditions. Consequently, the user community which consisted mainly of tenant farmers had little
motivation to invest extraordinary efforts in system maintenance (Abeyratne 1990)."

Geographical Distribution of FMIS

Estimates of the total number of farmer-managed irrigation schemes in Sri Lanka vary enormously from
one source to another. Figures range from 30,000 tank systems and 10,000 anicuts to 9,300 and 9,800
working tanks and anicuts, respectively. According to a survey carried out recently by the Agrarian
Services Department in 17 districts outside the northern and eastern provinces there are 9,111 tank
systems and 9,870 anicuts irrigating about 97,290 ha and 81,575 ha, respectively. This is about a
third of the total irrigated area under rice in the country. It is estimated that some 195,200 farm families
are dependent on small tank systems and about 255,650 farm households rely on the anicut systems
(Department of Agrarian Services, personal communication). o o

In terms of geographical distribution, a majority (93 percent) of the tank systems are located in the
Dry Zone. About 75 percent of the tank systems are in Anuradhapura and Kurunegala Districts. ‘Anicut
systems are predominantly in the Wet and Intermediate Zones of the country with the largest
concentration in the districts of Kandy, Matara, Badulla, Nuwara-Eliya and Ratnapura. Table 1 gives the
districtwise distribution of FMIS outside the northern and eastern provinces.

Organizational and Management Arrangements

The most critical aspect of social organization as it relates to all types of irrigation systems concerns
collective decisions by the cbmmunity on cropping calendar for the season, the timing and distribution
of tank water use, the maintenance of the tank system and the conservation of water supply. The for_um
for such decisions is the kanna. meeting held prior to each cultivation season. The holding of the kanna
meeting is a statutory requirement under the provisions of the Agrarian Services Act. The Commissioner
of Agrarian Sewices is the one who administers the Act and was previously represented at the field level

by Cultivation Officers, who were subsequently redesignated as Grama Niladharis (GS) with wider

responsibilities.

“|rrigation management issues in anicut systems is an under-fesearched- area. This is unfortunate. Information available is from
passing references made to irrigation management in studies addressing other agrarian issues. weiutl o

The figurs cited was the estimate made recently by the Department of Agrarian Services. The National Irrigation Project Appraisal
Report gives the number of schemes as 22,000 with a total command area of 235,000 ha (World Bank 1991).
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Table 1. Districtwise distribution of minor irrigation systems.

Tank systems Anicut systems

o Number | Area (ha) Number Number Area (ha) | Number of

District of farmers farmers
Dry and
Intermediate
Zones
Anuradhapura 2,481 40,458 53,621 21 490 1,050
Hambantota 433 4,497 8,097 - 37 327 609
Kurunegala V 4,442 29,892 85,368 722 6,277 11,664
Polonﬁaruwa - 120 2,515 . 2,847 98 2,331 2,318
Moneragala 229 3,699 | 5,893 » 341 2,951 4,978
Puttalam 752 - 8,498 16,396 106 2,088 3,252
Wet Zone
Badulla ‘ 78 208 1,162 1,344 5,081 22,297
Colombo 5 98 300 222 2,715 7,854
Galle , 5 66 119 297 5,901 16,799
Gampaha 47 420 1,.346 536 4,626 15,696
Kandy 105 1,033 3,376 1,504 | 9,186 : 30,136
Kalutara 6 166 637 346 5,570 1 8.,030
Kegalle 12 102 441 844 33221 . 16765
Matara 22 522 1,733 717 10,880 | = 34,484 |-
Matale 290 3,725 9,147 778 | 5602 | 18,306
Nuwara Eliya 50 813 3,324 997 | 6,99 27,687
Ratnapura 34 576 1,410 870 7,234 23,727

Total 9,111 97,289 195,209 9,870 81,575 255,646

Source: Department of Agrarian Services. * Excludes districts in the Northern and Eastern provinces.
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The kanna meetings are organized by the Yaya Palaka or Tract Representative who is elected by
the cultivators for a period of three years. Attendance at the meetings is limited to the owner-cultivators
or occupiers of the land coming under a particular scheme. Divisional Officers of the Department of
Agrarian Services and the GS who at least theoretically represents the Agriculture Department are
expected to attend the meetings.

The 1991 Amendment to the Agrarian Services Act while keeping the old institutional structure of
kanna meeting intact, introduces the concept of farmer organizations (FO). These organizations are
constituted from among the owner cultivators and occupiers of agricuftural land. The functions of the
FOs are not limited to the management of irrigation but include the formulation and implementation of
agncultural programs, carry out village-level construction works, marketing of produce and the distribution
of production inputs and engage in any activity approved by the Commissioner as being beneficial to the
farming community (GOSL 1991).

Although a substantial number of FOs have been formed and are formally registered with the, -

Agrarian Services Department, the actual number of FOs discharging the functions vested with them
effectively is unknown.

Agricultural Production in FMIS

Farming systems in the small tank systems are relatively homogenous and have been described in detail
by a number of authors.” In essence, agricultural production is based on a three-fold system of land
use with rice grown in the irrigated areas with tank water, a variety of nonrice annual crops -cultivated
under shifting cultivation in the adjacent scrub-lands, and a small home garden which is usually devoted
to a few perennial crops. Such a system of land use has evolved over centuries of culture. In recent
years, because of the pressure on land resources and measures taken by government to restrict shifting
cultivation, farmers have tended to enclose areas in which they had practiced shifting cultivation and
convert them into a regular upland plot.

Until recently, agricultural production in the small tank systems was predominantly for subsistence
purposes. Production inputs such as planting material, manure and also animals for traction, were
available with the farmers themselves or within the community. As a result, farmers’ need for supplies
and services from external sources was minimal.

The widespread cultivation of high yielding rice varieties (HYV) from the mid 1960s onwards
transformed agricultural productlon even in the most remotely located FMIS from a subsistence to a
commercially oriented mode of production. Because of the complementarity between HYVs, irrigation,
and commercial inputs, farmers’ reliance on external agents for production inputs and services expanded
substantially. This has resulted in the emergence of a multiplicity of Vinstitutions,--government
departments, parastatal organizations, non-government organizations, private business establishments
and other institutions--involved in the provision of production inputs and various services to the small
farm sector. -

Agricultural production in the anicut systems does not vary substantially from the small tank systems.
The division of holding into the gravity-fed irrigated rice land and the unirrigated highland continues.
However, as most of the anicut systems are located in densely populated or in areas surrounded by

PExamples include Farmer (1957), Abeyratne (1956), Leach (1961).
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large plantations, the cultivation of nonrice crops in upland plots under rainfed conditions is severely
limited. However, in certain regions especrally in the Badulla and Nuwara Eliya dlstncts farmers have-
taken up to the cultivation of vegetables, especially potatoes, instead of rice in the yala season (Hearth
et al. 1984). '

Figure 1 gives a comparison of the cropping intensities of major and minor irrigation systems in Sri
Lanka for a five-year period." The cropping intensities of the minor irrigation systems which include
both small tank and anicut systems is below the national average for the irrigated sector and substantially
lower than the cropping intensity in major systems. Figure 2 provides a comparison of cropping
intensities in selected districts. It is observed that cropping intensities in Ratnapura and Matara where
there is a preponderance' of anicut systems are much higher than in the two districts in which tank
systems are predominant. '

NATIONAL POLICY AND INSTITUTIONAL FRAMEWORK FOR SUPPORT SERVICES
Overview of Policy Objectives for Irrigated Agriculture and the FMIS Sector

Irrigation - development has been a major focus of government policy since the country gained its
independence in 1948. Successive governments since independence have made heavy investments
on the creation of new irrigation facilities. Irrigation development was concentrated in the Dry Zone and
was closely linked to the government's land settlement program.™ The principal objectives of these
efforts were to increase food production, employment creation in agriculture and the resettlement ‘of.the
population from the over-crowded Wet Zone in the sparsely populated Dry Zone. : :

From about 1980 the emphasis of government polrcy shifted from new construction to rehabllrtatlon
of existing irrigation facilities. It also entered a new era in public investments in irrigation as a minor
system which hitherto received little attention and was taken up for rehabrlrtatron under various
government funded and donor fi nanced projects.

The shift in focus from construction to rehabilitation was accompanied with significant changes in the
basic concepts, objectives and strategies of system rehabilitation. The conventional top-down official-
dominated approach with a heavy construction bias in rehabilitation had failed to achieve the desired
results. Although some of the major rehabilitation projects such as the Village Irrigation Rehabilitation
Project and the Anuradhapura Dry Zone Development Project were based on the conventional approach '
subsequent efforts--especially those carried out by NGOs--adopted a participatory mode with greater
consultation with the water users. Provisions for this were specifically incorporated in the project deSign,
especially for operation and maintenance _functions following rehabilitation. '

“Minor irrigation includes both small tank and anicut systems Desegregated figures are not available.

¥In the early 1950s public Investment in irrigation (defned as investments required to build, improve and maintain the |mgat|on
infrastructure) amounted to 40 percent of the total public investment and about 90 percent of the investments in agriculture. In 1982
which coincided with the peak investments in the accelerated Mahaweli Development Program it amounted to 43 percent of the
public investments and 84 percent of the investment in agriculture. In recent years, there has been a notable shift in the pattern
of public investment with a reduction in capital expenditure in agriculture including irrigation. In 1991, investment in this sector
amounted to 20 percent of the total. Commitments made under the public investment: program for the period 1992 to 1994 show
a further decline (Department of National Planning 1930).
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Figure 1. Cropping intensities in major and minor irrigation systems (1988-1992).
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As noted earlier, the formation of farmer organizations under the 1991 Amendment to the Agrarian
Services Act was another step to promoting the participation of water users in operation and
maintenance tasks. ltis believed that FOs will eventually be able to mobilize the finances required for
these activities.

The devolution of political authority and public administration through provincial councils under the
Thirteenth Amendment to the Constitution of Sri Lanka resulted in another significant change in
government policy relating to minor irrigation systems. Among the subject matters assigned to Provincial
Councils is the maintenance and rehabilitation of minor irrigation works which was previously the
responsibility of the Department of Agrarian Services. However, The Department will continue to
implement the provisions of the Agrarian Services Act. The Provincial Councils are also expected to
enact irrigation statute to provide for the management of irrigation consistent with the central government
policy of participatory management. Although the devolution of government power provides for the
transition from a centralized administration to a locally managed system, organizational arrangements
to cope with this line of segmentation are yet to emerge.

Recently, crop diversification has been given much encouragement as a means for improving land
and water productivity. It is also considered as a potential solution to the declining profitability of rice
monocropping and as a strategy to meet the demand for other food crops as the country achieves self-
sufficiency in rice. Although there has been sporadic efforts to grow nonrice crops in the irrigated areas
in some of the minor systems, the practice is not widespread. '

Overview of Government Support Service Programs to FMIS
Provision of Agricultural Inputs

Agricultural policy in Sri Lanka since independence has been heavily biased in favor of the domestic or
the small farm sector. High priority was attached to increase production in this sector with a view to
increasing farm incomes and the living standards of the small farm community, and also to achieve
national self-sufficiency in basic foodstuffs. Thus, government policy was to ensure the ready availability
of all production inputs: fertilizer, agro-chemicals, seeds, and credit. Atthe moment credit is subsidized.
There is a small hidden subsidy in seed and planting material as the total cost of their production is not
charged to the farmer. It is the government policy to remove all subsidies. The subsidy on fertilizer
which had existed since 1951 was removed completely a few years back.

Institutional Support

In addition to the provision of production inputs, the government introduced legislation to give security
of tenure to tenant farmers by the Agrarian Services Act which also stipulates the rent payable by the
tenants.

As a means to increasing farmers' willingness to invest money and time in new techniques of
cultivation, a Crop Insurance Scheme was introduced in 1958 on a pilot basis and applied compulsorily
to the entire rice area in 1975. '

In order to keep producer prices stable a guaranteed price scheme (GPS) has been in operation
since 1948 and is operated by a parastatal agency, the Paddy Marketing Board (PMB). This scheme
applies primarily for rice but certain other crops such as chili, onion, maize and some pulses could be
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purchased under it by the PMB and Cooperative Societies. The GPS does not imply compulsory
purchase but is intended to act as a floor support price.

Extension Services are provided by the Department of Agriculture.  Until recently, field-level
extension workers (Krushikarma Viyapthi Sevaka or KVS) were spread as widely as possible. With the
redesignation of KVSs as Grama Seva Niladharies and the provision of diverse responsibilities, the
extension service has been adversely affected.

State Support for Irrigation

Gove,rh_méht assista\nce"speciﬁqa:lly fo_f:jrri‘gation falls into three broad headings:

1. F;._r'o'\vl'idingﬁ_j‘ﬁn‘énc'iélJ aééist;é'Héé' for the rehabilitation, modernization and improvement ‘._-'6f-5th‘é

irrigation ‘infrastructure. -
2. Institutional support :for facilitating efficient water management and conflict resolution: |
o3 Reée'arch and development for improved cropping systeﬁs on irrigated land‘.sh.\
:Fihéncfal 'Assis‘tancevv o ‘ k

Financial assistance to rehabifitate and improve  irrigation is provided from various sources. These
include: block votes of the Departments of Agrarian Services and Agriculture; funds allocated: by, the
Provincial Councils; special projects sponsored by the goverment such as Village Irrigation
Rehabilitation Program (VIRP), Integrated Rural Development Program (IRDP), Anuradhapura Dry Zone
Development Project (ADZAP), and aid under the World Food Program. R

Institutional Support .

Institutional support for facilitating improvement is principally through the provisions of the:Agra‘rian
Services Act. As noted earlier the Act makes it compulsory for the holding of seasonal kanna meetings
to decide ‘on operation and maintenance tasks to be carried out by the water users and work out the
seasonal irrigation schedule. | :

Research and Development

Research and development for improved cropping systems in small tank system is carried out at the Dry
Zone Research Station at Maha-llupallama. The research station was established in 1956 with the
specific mandate to carry out research and development on small-holder faiming $ystems in the Dry
Zone. Cropping systems research relating to anicut systems are carried out by the regional research
stations of the Department of Agriculture. ' O
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Overview of Support Programs of Non-Governmental Organizations (NGOs)

In recent years there has been growing number of NGOs involved in rural development affairs in Sri
Lanka.. These include international non-government organizations, locally funded NGOs and several
community based organizations. There is a wide diversity of interests among the various NGOs ranging
from the welfare of socially disadvantaged groups, religious affairs, moral upliftment and community
development.

Only a few NGOs have direct involvement in minor irrigation by financing the rehabilitation of the
physical infrastructure and/or providing various types of support services. Dayaratne (1990) identified
the following NGOs involved with minor irrigation systems: the Freedom From Hunger Campaign Board
(FFHC),' National Development Foundation (NDF), Cooperative American Relief Everywhere (CARE),
Sarvodaya Shramadana Samithiya (Sarvodaya) and Plan International (Plan).

The strategies adopted by different NGOs in servicing minor irrigation systems vary in‘line with their
philosophical orientation. For example, the Sarvodaya uses the irrigation scheme as an entry point to
the village to promote its broader goals of moral and community development. FFHC bases its approach
with a nostalgia for the past. The following statement "Our ancestors have built a vast number of wewas
(tanks) without earth moving machinery... There is no reason why we cannot do it again, particularly if
we intend to restore small tanks...why are we, the farmers of a more enlightened age, afraid to construct
even' a small village tanks ourselves, without external assistance?" (FFHC 1983) exemplifies "the
emphasis on the participatory and labor intensifying approach of FFHC to minor tank restoration or
rehabilitation. : o

There is also a strong element of a geographical bias in the ‘operations of NGOs The focus-is more
on the small tank systems of the Dry Zone, though there are few instances of NGO mvolvement in anicut
systems in the Wet.and Intermediate Zones. - S :

Commumty based organlzatlons include farmer organizations (FOs); rural development societies and’
many other village-level groupings. Farmer organizations are rapidly becoming a major factor in: the.
operation and maintenance of |rr|gat|on systems and also in the provision of input supplies to the farming
community. However, these organlzatlons are still in their formative years. The achievements, to date
and the enthusiasm presently d|splayed by some of the FOs should not lead to exaggerated opmlons
about the ability to serve the farming community on a sustained basis. Sri Lanka has had a long history
with FOs of various forms established at different periods of time, all of which' started off on an optimistic
footing only to collapse in later years. The Cultivation Committees established at the village level under
the Paddy Lands Act of 1958 and the Agricultural Productivity Commlttees formed - at the agranan
divisional level are typical examples in this context. : .

PROCESS FOR PROVIDING SUPPORT SERVICES BY DIFFERENT AGENCIES

This section describes the arrangements and processes for support to the FMIS sector in Sri Lanka by
the different agencies. - The account given "here is based on-a previous -study -by Abeyratne (1990),.
Dayaratne (1990) and the discussions the author had with the ' managers of the-various agencies. As

“The FFHC is a corporate body functioning. under the Ministry of Agriculture. It is not an NGO in the real sense of the term, but
is regarded as an NGO as it receives direct funding from several international agencies.
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the approach followed varies with different providers, the account that follows relates to specific support
service programs.

Government-Sponsored Support Service Programs
Village Irrigation Rehabilitation Program (VIRP)

VIRP represents the first major effort solely focussed on improving the FMIS sector. It was launched
in 1980 with financial assistance from the World Bank. The project was initially conceived as a 5 year
effort but subsequently extended by two years to 1987. It sought to rehabilitate 1,200 village tanks and
anicuts in the country. By the end of 19980, 1,072 village tanks with a total command area of about
30,000 hectares were rehabilitated and some 672 systems have beén ‘modernized (World Bank 1991).

Type of Intervention. The objectives of VIRP were to increase agricultural production and farmer
incomes in existing village irrigation systems by: (i) financing the physu:al rehabilitation of deteriorated
minor irrigation schemes including repalrs to and remodelling of tank bunds, sluices, spillways, anicuts
and irrigation distribution systems, including the provision of appropriate field structures; (ii) implementing
a systematic water management program to ensure efficient utilization of stored water once rehabilitation
work was completed; (i) modernization of working schemes with a view to facilitating the introduction
of water management programs; and (iv) strengthening major government departments involved with
minor irrigation, especially the Dept. Of Agrarian Services (DAS) and the Irrigation Department (ID), by
providing them with the necessary training, staff, equipment, and transport (World Bank 1981).

Geographical Spread of VIRP. The project covered the irrigable areas commanded by small tanks and
anicuts in 14 administrative districts which comprise the whole of the Dry Zone and parts of the Wet
Zone. Table 2 gives the district-WIse distribution of FMIS covered by the VIRP.

Types of Schemes Selected. The project specifies that highest priority should be given to irrigation
systems that would yield maximum. benefit. The selection of schemes was based on the following main
criteria: a command area of not less than 8 ha, except if it is a tank in a cascade and reqmres
improvement to provide safety for tanks downstream; tanks in inhabited areas with easy access useful
storage of not more than 3 acre feet (ac.ft); 2.5 ac.ft and 1.5 ac.ft per acre of command. area in Dry,
Intermediate and Wet Zones. The scheme should benefit at least 10 families (World Bank Ibld)

The Delivery Support Service. The project was implemented with the participation of the ID- Which was
responsible for the civil works component and the DAS which was responsible for implementing: the water
management program. The civil works component included the improvement of tank bunds, spillways
anicuts and distribution systems including field structures. Subsequent to the physical rehabilitation, the
scheme was to be handed over to the DAS to implement the water management program. For this
purpose an Agricultural Planning Team (APT) was formed and consisted of three state ofﬂ_ce_r_éi" the
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Table 2. Geographical spread of VIRP schemes.

District Number of
schemes

Wet Zone
Colombo 11
Kalutara 18
Gampaha - B
Galle 30
Matara . 38
Badulla v 141
Ratnapura 131
Kandy 45
Dry Zone
Monaragala 100 .
Anuradhapura 234
Kurunegala . 57
Jaffna - 10
Maullaitivu 43
Mannar ' 2
Vavuniya : , 54
Trincomalee 66
Batticaloa 36
Ampara 28

Total: ' 1,075 -

Source: Teams (1 992).

Technical Officer (engineering matters), Agricultural Instructor (agronomy) and the D|V|sronal Officer
(institutional aspects). A Tank Committée consisting .of water users with the Vel Vldane elected under
the Agrarian Services Act as Chairman, was.formed to assist the APT in plannmg and implementing the
water management program. Operation and. maintenance functlons were the responsnblhty of the farming
community.  The responsibility for arranging agncultural lnputs and extensuon .through, the normal
channels, the responsibility of the officials and. conflict resolutlon were functions of the Vel Vidane.

Impact of VIRP. Post-project performance analysis of VIRP has shown mixed results (Herath et al. 1989,
Teams 1992). Table 3 gives the impact of VIRP on the area cultivated and yields based on a sample
survey of 180 schemes (Teams, ibid). Expect for the systems in the Intermediate Zone, the increase
in the area-has been modest. In the Dry Zone there has been a 15 percent reduction in the area
cultivated. This was attributed to the fack of water. :
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The results of a survey carried out by Herath et al. (ibid) showed that a farmer's maha rice crop
increased in the post-project period only in a few cases. According to the Teams (1993) study, maha
yields recorded an increase of 14, 15 and 10 in the three ‘agro-ecological zones while yala yields
recorded increases of 13 percent and 8 percent in the Wet and Dry Zone and a yield reduction of -4
percent in the Intermediate Zone (Table 3). :

Table 3. Impact of VIRP on area cultivated and rice yields in selected schemes.

Before project After project Change (%)’7 |
Region | Season '
o . Area Yield Land Yield Area Yield
cultivated (kg/ha) area (kg/ha) cultivated :
(ha) : (ha)
Wet Zone Maha 983 | 2425 1,044 2762 6| 14
Yala 928 | 2,328 944 | 2,631 2] 13
Intermediate Maha 480 |. 2,865 574 _3,284 20 15 }
Yala 260 [ 2,745 299 | 2,734 15| -0.4
Dry Zone " Maha 1,834 | 3273 1,907 | 3,593 a| 10
Yala 379 | 2,865 322 | 3104 45| 8

Source: Teams (1992).

In yala, inadequacy of water was a feature before rehabilitation in the four districts of Galle,
Moneragala, Badulla and Ratnapura. The proportion of land left fallow in thes'ev districts were reported
as 33 percent, 63 percent, 33 percent and 18 percent respectively. The same study indicates that there
were no significant changes in the cropping pattern or cropping intensity after rehabilitation nor was there
an increase in the cultivation of NHVs. Yield increases of the maha and yala rice crops was réporte,d
from Badulla and Moneragala, Galle and Matara Districts. The study concludes that VIRP ﬂOQS': not
appear to be generally capable of "achiéving a second dry season crop. o f R

" The approach followed by the VIRP has been subjected to much criticism. The projectij:\ﬁés
described as a "top-down" approach conventionally followed by government departments (it is also typical
of most World Bank projects). There was no consultation with beneficiaries in designing the project. The
construction work itself was subjected to the normal bureaucratic procedures of the government and was
awarded on a tender basis to contractors who employed outside labor. This prevented farmers'
participation in construction activities, although they desired it. Moreover, it has also been an example
of deliberate and focussed state intervention into minor irrigation systems and an attempt at consolidation
of the state role in minor irrigation. As Abeyratne (1990) observes, in doing so it conforms to farmers'
perception that the state owns the system, it is also responsible for operation and maintenance tasks.
As a resuit, the chances of motivating water users to participate in sustained group action on matte'r'sl_‘
related to irrigation becomes problematic. o ‘ ' : ' '

17



Integrated Rural Development Programs (IRDPs).

IRDPs form another vehicle for channelling state-sponsored assistance to FMIS. The program was set
in motion in the late 1970s by the Ministry of Plan Implementation in a number of districts. At the
inception of the program, IRDPs were earmarked for predominantly rural districts which do not
significantly benefit from high capital cost projects undertaken by government, especially the Mahaweli
Development Project. In more recent years some of the relatively urbanized areas (e.g., Gampaha,
Kandy) as well as districts -which have benefitted from major irrigation development projects (e.g.,
Anuradhapura which includes a substantial area developed under the Mahaweli pro;ect) have been
included in the program. = :

IRDP is a multi-sectoral program. The overall aims of IRDP are to improve rural incomes, generate
employment and promote a regionally balanced development. In most districts where it'fis implemeénted,
the irrigation sector receives a significant proportion of the financial allocation. In 1991, the overall for
irrigation. infrastructure development amounted to about 23 percent of the total investments under IRDPs. .-
The largest allocation (80 percent of the allocation for irrigation) was in the Gampaha District where’ -
anicuts predominate (MPPI records). : . o

Type oflnterventlon The program lays emphasis on low-cost, quick yleldmg, labor. intensive mvestments;__iu o
which are responsive to local development needs and priorities “(Dept. of National Planning, 1990).
Interventions in the FMIS sector under IRDPs vary from district to district depending on the type of
aSSIstance needed and-also in accordance with the aspirations -and development philosophies of donor
agencies. Overall, activities undertaken included the refurbishment of small-scale irrigation systems.
managed by the DAS which were in a state of disrepair, with a view to enable the farmers to cultivate
a second seasons crop. The introduction of an improved water management program was also a major
component of the assistance package. The rehabilitation work involved improvements to tahk_ bunds,
spillways, channel systems in the case of tanks, and to diversion structures and overflows in the caée
of anicut systems. .

The strategy adopted under IRDP-varies W|th the. donor agency, Pro;ects funded by the World Bank:n._.,

(e.g., Kurunegala IRDP) adopted the conventional "blue-print" approach with.a strong emphasis -on ...

production increases on a few key. sectors which included irrigated agriculture. IRDPs-implemented by.. .
some other agendies (e.g:, NORAD in Hambantota) follow a more flexible approach. Matara IRDP
funded by SIDA adhered to a short-term (annual) planning with a major concern for specific target
groups. A similar approach was subsequently adopted in the Dutch funded Nuwara-Eliya and,Ratnapura
IRDPs. The more recent IRD programs emphasnze local-level partucupanon in the plannlng and .-
|mplementat|on of the program. S

Geographical Spread of IRDPs. At present, the program is being implemented. in 15 districts islandwide.
These include four districts in the Dry Zone,'” -nine Wet Zone districts,’® and.one district in the
Intermedlate Zone : »

YPuttalam, Trincomalee, Anuradhapura and Hamibantota.
Badulta, Nuwara-Eliya, Ratnapura, Matara, Kalutara, Gampaha, Kegalle, Galle, Matale, Kandy.
*Moneragala.
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Selection of Schemes. The criteria for the selection of irrigation ‘systems for rehabilitation varied from
district to district. Only systems which were functioning and serving at least 10 farm families, and with
a command area of about eight hectares were selected. Abandoned tanks and anicuts were not included
under IRDP. ' '

Delivery Of Support Services. - Investments in the various sectors under IRDP are channeled through
the respective government agency. In case of the minor irrigation sector, the DAS was the principal’
agency responsible for the minor irrigation component. In some districts (e.g., Kurunegala) the civil
works was vested with the irrigation Department. On ‘completion of the civil works the system was
handed over to the DAS for the implémentation of the water management program. This was an-attempt

to foster close collaboration between the two principal line departments concerned with the minor. -

irrigation sector. o
In some districts, especially where the system rehabilitation is carried out in conjunction with Social
development, the services of NGOs were enlisted in program implementation (e.g., Sarvodaya in

Hambantota District.

Impact of IRDP Intervention. Although investments in minor irrigation systems is a major component of
IRDP programs especially in the Dry and Intermediate Zone districts, recent information on the impact
of the program are not readily available. Moreover, because of the wide diversity of the irrigation works
selected for rehabilitation, and also because of the nature of activities (and therefore costs), it is not
possible to make a meaningful inter-program comparative assessment of the various JRDP programs.
An exception is the Kurunegala District IRDP, the first program implemented in the country, which has
been subjected to several systematic evaluations. :

Information relating to the impact of Kurunegala IRDP on the minor irrigation sector is presented in-

this section. However, for reasons stated earlier, especially due to the diversity in the style of IRDP =~

intervention in the various districts, some degree of caution must be exercised in generalizing the
Kurunegala experience to all other IRDP interventions in the country,

There is no doubt that IRDPs have brought about an -acceleration of the process of restoration of
minor irrigation systems which had long been sporadically handled by the meager resources of the DAS
and other local level state institutions. The exact number of tanks restored under the various IRDPs
implemented in the country is unclear. Table 4 gives the targeted number of tanks and the number

actually rehabilitated under seven IRDPs.. Although the original targets were an impressionistic . .

assessment of possibilities and were not intended to be rigid targets, the figures cited in Table 4, and-..
from the information given to the author by the relevant authorities suggest that the rate of rehabilitation.’
had fallen short of expectations. Major reasons for this are the dearth of technical and’ supervisory
personnel at the district level in the lrrigation Department, and the DAS being unable to handle the
enhanced demand for their services.

Despite this shortcoming, the benefits of IRDP intervention seem to be immense. As Table 5 shows
in the Kurunegala Program, there has been an overall increase of about 36 percent in the command area
of the tanks as a result of rehabilitation.
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Table 4. Number of tanks rehabilitated under selected IRDI_DS.

District Project period Number of systems Number of systems
targeted rehabilitated
Kurunegala 1978-83 500 453
Hambantota 1979 ongoing 107 18
Badulia 1983 ongoing Not available 200
Matale 1981-85 40 20
Puttalam 1981 285 263
Nuwara Eliya 1980 ongoing Not specified 10
Matara 11979-84 56 42

Source. Regional Development Division Records as at 15 May 1994.

Table 5. Changes in the command area of sampled tanks éfte_r IRDP intervention, Kurunegala District.

Zone Number Area before Area after Increase
of tanks rehabilitation rehabilitation
(ha) Area Percen
(ha) -tage

Dry zone 195 3,984 5,312 1,328 -33
Intermediate 96 2,284 3,213 929 40
Wet Zone 6 137 158 21 15
All zones 297 6,381 8,684 2,303 | . 36

Source: ARTI (1988).

Records also indicate that there have been definite productivity gains from tank rehabilitation.
Studies carried out by the ART! show that in the Kurunegala District, overall yala yield increased by 23
percent and mabha yield registered a 27 percent increase after rehabilitation (Table 6). The results of the
study also indicated that cropping intensities in the tanks that were rehabmtated under IRDP were

substantially higher than those which were not (Table 7).
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Table 6. Comparison of land productivity (kg/ha) before and after IRDP intervention, Kurunegala District.

Agroecological No. of Before project After project
zone - schemes
sampled Yala Maha Yala Maha

1978 1978/1979 1984 1984/85 -
Wet Zone ' 4 2,609 2,835 3,425 3,534
Intermediate - : 8 2,718 2,772 3,425 3,588
Dry Zone 2 2989 [ 2663 | . 3008 3,207
All zones -~ . | . 4| 2,772 2,772 “3425 [ 3534

Souircer: ARTI (1988).

Table 7. Comparison of cropping intensities of IRDP rehabilitated schemes with non-rehabilitated-..
schemes, Kurunegala District.

Sample . Cropping intensities (1980-85)
size :
1980 1981 - 1982 - 1983 1984 1985.
Rehabilitated 27 135 163 165 169 180 179
Non-
rehabilitated 6 130 135 120 108 131 141

Source: ARTI (1988).

The foregoing account demonstrates the immediate benefits of IRDP interventions and illustrates that
existing:‘FMIS which had been long neglected and underperforming could be significantly improved by
physical rehabilitation. However, evidence'suggests that the benefit streams cannot be sustained in the
long run; T_hi’s,‘i_s,_prrimarily because IRDP are donor funded programs which are confined by time, in most
instancésfby“é period of five years. Once the project ceases, the same level of investment will not be

~available and it is unlikely that the line departments will be able to maintain the schemes with their own

meager financial resources. _

-Another major limitation of the IRDP approach which has been subjected to much criticism, was that
it had 'been},"top_-dowﬁ" with little involvement of the beneficiaries in planning and designing the project.
The ARTI.(1988) study showed that in the Kurunegala IRDP, construction work was handled by "outside"
labor. and only about 5 percent of the beneficiaries found employment in construction . activities even
though under-employment in the area was acute. This had become a grievance among the local people.

. Although, later IRDP program did emphasize the utilization of local labor and harness the services of

local level institut'ionls there is no evidence that this has been effectively accomplished.
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As IRDP is a regionally based program there is a certain amount of decentralized decision making
involved. District-level officials who have a better understanding of local needs are usually associated
with the selection of schemes for rehabilitation, the design of the project and the allocation of funds for
various project. However, IRDPs are known to be vulnerable to political influence. There are known
cases of some powerful politicians pressurizing project management authorities to allocate an undue
share of IRDP funds to the area they represent.

Another weakness in the IRDP approach is that, as the program is donor funded there is strong
pressure to spend the funds according to predetermined methods. Therefore, there is a strong tendency
to lay more emphasis on the attainment of the physical targets which could be easily realized ‘and also’
have an immediate visual impact. The pressure to implement the project during the penod for WhICh
funding is available also discourages designers of the project having to go through the tedious process
of consultations with the beneficiaries. Although managers of some IRDPs claim to have had prior
consultation with beneficiaries when implementing a rehabilitation or system improvement program, it
is done as a matter of fact, rather than as an earnest attempt to elicit the views of the beneficiaries or
enlist their participation.

Services Provided by the Agrarian Services Department

The Department of Agrarian Services was established in 1958 for the principal task of implementing the
provisions of the Paddy Lands Act of 1958, especially the provisions relating to tenancy and the
establishment of village-level cultivation committees. With the repealing of the Paddy Lands Act and the
enactment of the Agricultural Productivity Law in 1972, its mandate was widened to include the
administration of the Agrarian Services Centers which were established islandwide. This law and the
institution it created sought to increase agricultural productivity by the creation of FOs with greater
powers to resolve constraints and undertake development work including irrigation, to enhance
agricultural production. Furthermore, for the first time the farmer representatives were given the
responsibility of coordinating and retailing input supplies. The farmers also had easy. access to other
state-sponsored support services, such as extension, credit.and other facilities at the Service Centers.

A major drawback of the FOs established under the Agricultural Productivity Law (i.e., Agricultural
Productivity Committees at the divisional level, and the Cultivation Committees at the village level) was
that the representatives were nominated by the Minister of Agriculture. This was as a major reason for
the failure of these FOs which functioned more as political organs rather than as entities representing
the farming population.

The Agricultural Productivity Law was repealed in 1979 and was replaced by the Agrarian Services
Act which is currently in force. The new Act, whilst retaining some of the provisions of the Agricultural
Productivity Law, vested with DAS the responsibility for overseeing improvements and management of
the . minor irrigation works. However, the provisions under the Act made irrigation a matter of
administration rather than one of management. The Act prescribed the holding of kanna or pre-season
meétings of owner-cultivators or occupiers of the land to assist the Cultivation Officer in matters relating
to the protection of the irrigation works and any other matter relating to cultivation. In addition, the
Agrarian Services Committee established under the Act was empowered to levy an annual "land tax."
The amount collected may be utilized among other things, for the repair, maintenance and deveiopment
of village irrigation systems.

With the 13th amendment to the constitution in 1988, the construction, rehabilitation and maintenance
of minor irrigation works was developed to the Provincial Councils and the functions of the DAS was
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restricted to the administration of the Agrarian Services Act, especrally the provisions governing land
tenure, through the Agrarian Services Committee and Service Centers, There are some 530 such
committees and centers throughout the country.

With the 1991 Amendment of the Agrarian Services Act, the DAS was given the important task of
fostering, coordinating and registering farmer orgamzatlons throughout the country.  Farmer
Organizations are conceived as multi-functional entities and can be formed for a wide variety of purposes
including but not limited to irrigation. Statistics available with the DAS show that up to December 1991,
8,150 farmer. orgamzatlons have been established islandwide. This includes FOs in FMIS as well as
agency-rnanaged systems. Of these 1,288 organizations have been formally registered with the
Department (Department of Agrarian Services 1991).

As regards maintenance and improvement of irrigation systems, the DAS has a very modest budget.
But as stated earlier, it has been centrally involved in the implementation of donor funded. projects such
as IRDPs, VIRP and, more recently, with lmplementatlon of the National Irrigation Rehab:htatron PrOJect -

Recent Government-Spobnsored Assistance Programs

This section provides an overview of three major state-sponsored programs which are currently: ongoing.
These programs are in the very early stages of implementation. This section provides a short: descrlptron
of the salient features of these programs. ;

Na_tien'al”,lrrigation Rehabilitation Prdject (NIRP)

NIRP is a nationwide program jointly funded by the Government of Sri Lanka (GOSL), the World Bank
and the European Economic Commissiori (EEC). The aim of the project is to support GOSL’s current
strategy for improving the performance of the existing irrigation schemes in order to stabilize and
increase the production of rice and other food crops in the country, and raise the fiving standards of the
farming community through rehabilitation and improved O&M of existing schemes (World Bank 1991).

As far as the minor irrigation sector is concerned, it is envisaged that about 1,000 small tank and
anicut systems covering an area of some 25,000 ha formmg various parts of the country would be
rehabilitated and improved.

The program would build on the experience gamed from the VIRP. The systems selected for
rehabilitation will be those with a command area of not less the 4 ha and benef iting not less than 10 farm
families. The formation and formal registration of FOs is the qualification for selection. The FOs would
have to agree to contribute at least 10 percent of the cost of rehabilitation and improvement in the form
of free labor or any other acceptable form and also bear the full cost of O&M after rehabilitation.

The project was conceived as a seven-year effort (1991- -1997). To date, only 19 minor nrngatlon
schemes have been rehabilitated under NIRP (Irngatlon Department personal commumcatlon)

World Food Program (WFP)/GOSL Project on RehabilitatiOn of Minor Irrigation Systems
In 1993, the WFP initiated a project to assist the GOSL's efforts to rehabilitate and improve production
conditions in minor irrigation systems in the country. This is a five-year project which focuses exclusively

on the minor irrigation sector. The financial commitments of the WFP amounts to approximately US$8.3
million and the GOSL's share is about US$4.3 at 1992 prices.
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The ‘aims of the project are to rehabilitate minor irrigation systems in eight districts in the Dry and
Intermediate Zones of Sri Lanka;® improve rural access roads and thereby promote greater access to
irrigation facilities, input supplies and marketing; train farmers and group leaders in the operation of the
schemes; and establish demonstration plots forimproving agricuitural production and crop diversification
(WFP Mission Report 1993). "

Under the project, 760 small tank and anicut systems benefiting some 30,500 farm families will be
rehabilitated. In addition, some 380 kilometers (km) of rural roads, 190 multi- -purpose buildings, 760
demonstration plots to demonstrate the benefits of diversified cropping under minor irrigation schemes
will be established. The project also envisages the training of 45 farmers and group leaders and enlisting
the services of 380 Institutional Organizers.

A unique feature of the project is the high emphasis on beneficiary participation. The project will not
employ outside labor but enlist the participation of beneficiaries on a self-help basis for project work for
which food aid will be provided as an incentive. In addition, FOs are expected to play an important role
in guiding the rehabilitation of irrigation facilities, road construction and in O&M functions.

The DAS will be the principal state agency responsible for the |mplementatron of the program |n
collaboration with WFP staff.

North Western Province Water Resources Development Project

This project which is confined to the North Western Province is being implemented with fi nancial sup'p‘ort
from the Asian Development Bank. The aim of the project is to assist the provmcnal administration and
the GOSL to increase agricultural production and income levels of farmers in the region, foster crop'
diversification, and increase employment opportunltles
,' "The major components of the project are: (i) rehabilitation, improvement and restoration of lrngatlon
systems (ii) credit lines to promote development of farmer owned on-farm |rr|gat|on systems using wells
and lift pumps and to rural women for establishing income generating activities; and (jif) institutional
support

The pro;ect expects to rehabilitate about 300 minor |rr|gat|on systems covering a command area of
about 6,000 ha. Only systems with a command area of not less than 4 ha and benefttlng at least 10
farm-households are included. In addition, 80 small tanks with a total command area of about 60'0 ha
are expected to be restored. Restoration of these tanks is expected to provrde some rehef to the acute
agrarian pressure in the regron

Services Provided By NGOs

As noted earlier there are several NGOs in Sri Lanka which provide some form of assistance to the FMIS
sector. In this study the focus is on two NGOs--the Freedom From Hunger Campaign (FFHC) and the
National Development Foundation (NDF). Direct assistance to FMIS is a major component of the
activities of these NGOs. ' ' .

PThe districts are Anuradhapura, Puttalam, Kurunegala, Matale, Badulla, Moneragala, Hambantota and Ratnapura.
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Freedom From Hunger Campaign Program

The FFHC was established in 1973. It functions as a statutory bcdy under the Ministry of Agricultural
Development and Research with a broad mandate which includes rural poverty alleviation, implementing
labor intensive. projects, and stabilization of shifting cultivation by providing irrigation facilities (FFHC,
undated). lts Village Tank Rehabilitation Program (VTR) is one of the major activities of this
organization.

Type of Intervention. The FFHC uses the irrigation system as the entry point to foster an integrated
socioeconomic development of small tank communities . A further aim is to introduce land reforms in
the Dry Zone villages it had selected (Fernando, undated).

The program involves renovation of tank bunds and repairs to sluices, spillways and the canal _
network to facilitate the proper and equitable distribution of water. Besides civil works the program
includes land settlement under abandoned tanks; provision of agricultural extension, seeds and fertilizers
on interest-free credit; and the promotion of market gardening in the uplands (FFHC 1983). In addition,
the program also includes land consolidation programs in the developed areas.

Geographical Spread of FFHC Projects. The FFHC's efforts are concentrated on small tank systems
in the Dry and Intermediate Zones. Table 8 gives the districtwise distribution of small tank systems
which are supported by the FFHC.

Selection of Tanks FFHC's program covers three categories of tanks: (a) ancient tanks, i.e., tanks
which are still supporting "traditional communities" but are in a state of disrepair; (b) abandoned tanks
in the vicinity of communities engaged in shifting cultivation: (c) working tanks which require some repalrs o
for maximizing the benefits to the community (Fernando 1990). N

A tank is selected for renovation only at the request of the village community. According to the
selection criteria, only tanks with a command area of not less 4 ha and benefi iting at least 10 families are
taken up for development. The pro-rata cost should not exceed Rs 37,500 per hectare except under
exceptional circumstances (Fernando, ibid).

Delivery of Support Services. FFHC adopts a holistic approach to small tank development. Besides
intervening in the rehabilitation of the irrigation facilities, its program envisages the provision of a range

of services such as extension, home garden development, land consolidation and envuronmental_ )

protection, by attempting to stabilize shifting cultivation. ,
A key element in FFHC's strategy is the formation of wew sabhas (tank commlttees) for each tank

consisting of members of the beneficiary community. The office bearers are elected annually by the s
commumty All servuces are channeled through thls orgamzatlon It is also made responsnble for

calendar. These organizations are expected to function as a catalyst wnthm the commumty to motlvate'
the members.- They also act as the link between the FFHC and the village community. They are also .

responsnble for water management, operation and maintenance tasks. For this purpose it maintains a
"reservoir maintenance fund" and farmers are expected to contribute 2 bushels or its equivalent in cash
towards this fund (FFHC 1983)
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Table 8. Geographical distribution of FFHC projects.

Name of project District Number of tanks Management pattern ||

Tantirimale Anuradhapura 71 Wew sabha, Resident..
_— ‘ -Project Officer, ~. - |
Assistant Project
Office, indirectly by
Government Agent,
Superintendent of

Surveys
Weguruwela Moneragala 35 Same as above
Siyambalanduwa Moneragala 15 Same as above,

Agriswiss (NGO)
Bibile | Moneragala 10 Same as above
Kauwelagaswewa Puttalam ‘ 19 Same ‘as Tantirimale
Meegaswewa Moneragala 15 ' Same as above |
M‘ihi'nt‘alle' Anuradhapura 10 Same as above
Mahawa Kurunegala 10 Same as above

Source: FFHC Office Records. Nofe: Wew Sabha = Tank Committee.

Belng a statutory body under the Mmlstry of Agriculture, FFHC has the advantage of drawing in the
services 'of other government agencies for the programs it sponsors. At the district level, the
Government Agent is indirectly involved in the management of the projects implemented by FFHC.

Impact of FFHC’s Intervention. According to FFHC officials, about 200 small tank systems covering an
area of some 3,000 ha have been rehabilitated, benefiting about 3,500 farm families. The lack of data
precludes a quantitative assessment of impact. Results of a study by Dayaratne and Moragoda (1991)
of 14 out of the 71 tank systems under the Tantirimale Project rehabilitated by FFHC (i.e., Tantirimale)
revealed that cropping intensities remained low. It was found that during the eight-year period 1981-
1988, a successful maha crop was realized only in 1-3 seasons in the tanks surveyed following
rehabilitation. The actual extent of land cultivated varied from 3 to 42 percent in the different tanks and
in one tank (Saman Eliya) there was no cultivation at all (see Table 9).

Production data compiled by the FFHC authorities for maha 1982/83 and cited by Dayaratne and
Moragoda (ibid), show a considerable increase from 1,576 kg/ha to 2,866 kg/ha. This refers to a smgle
seasons production which cannot be generalized.

The same study showed that the-wew sabhas which were fundamental to FFHC's small tank
development philosophy, were malfunctioning and inefficient. The authors attribute this to the fact that
the wew sabhas were imposed on the community rather than being organizations which evolved due to
the independent actions of the members of the farming community.
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Table 9. Extent cultivated after rehabilitation in selected tank systems; 1981 to 1988.

- Name of tank Command area (ha) | Number of seasons Extent cultivated (ha)
: cultivated

Pahala Tantirimale | 4.9 2 2.0.(40)
Hetamuna Wewa o 7.3 03 ) 1.6 21)
Kuda Malmaduwa 5.7 3 ' 2.0 (35)
Mane! Wewa ‘ 8.1 2 2.4 (29)
Malwana Wewa , 8.1 2 2.0 (24)
Manewa Wewa 12.1 1 04 @ |
Sandagama Wewa 3.2 1 . . 0.6 (18)
Rahbathwila 4.0 1 . 0.8:(19)
Saman Eliya | - 2.4 | - | | -
Ulpathgama 57 3 1.2 (21)
Randeniya 65 3 1.6 (24)
Sadungama 5.7 3 2.4 (42)
Pahalaweli Wewa 1 13.8 2 2.0 (14)
Kosabewa 11.3 2 2.0 (17)

Source: Dayaratne and Moragoda (1991).  Note: figures in'pafenthesi.é “give the percentages.

The guiding principle of FFHC’s efforts is based on an appeal to-the past. Its vision is to recreate
the ancient small tank community of the Dry Zone which was suppased to be a self-supporting entity,
displaying a high degree of social cohesion and existing in harmony with the environment
(Wimaladharma 1990). S , I '

- During a visit to one of the FFHC project sites it became apparent to the author that this "model
village" remains a vision. The only replica of the past, was the exclusive use of manual labor and
animals for construction works. To this extent, the FFHC approach attempts at fully utilizing ‘local
resources, especially human resources. However, as Wimaladharma (ibid) observes, planning for
romantic ideals had inevitably required -a "top-down" approach -which dé_;nied the participation of the
beneficiaries in formulating the program, except for the contribution of labor for construction works.

Overall, the FFHC's approach is to provide a "package" of services rather than focusing attention
only on irrigation. The formation of wew sabhas as it confers a sense of identity of the beneficiaries with
the irrigation system, is a more effective method for support - service delivery than the more traditional
methods adopted by state agencies. FFHC's experience also suggests the importance of external
agents guiding the farmer associations in the responsibilities, at least in the formative years.
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National Development Foundation (NDF)

Unlike the FFHC, NDF is a full fledged NGO established in 1979 and is registered under the Societies

Ordinance as a non-profit organization. NDF is involved with rural development activities of various
sorts. Its aims are to: (i) build confidence among villagers to handle their political, economic, cultural and

social affairs by themselves; (i) help rural people to:identify their resources and mobilize them to their

advantage with minimal external assistance; (iii) educate villages about their rights; and (iv) foster village-

based institutions to facilitate closer interaction between the farming community and government

agenmes (Magederagamage 1990).

Geographical Spread of NDF Programs. In 1984, NDF initiated a program to assist small tank systems.
its activities are confined to the small tank systems in the North Western Province. Sixteen tanks from:
the Kurunegala District were selected for the Phase 1 Program. Phase 2 is currently in progress |n the
Puttalam District. ' .

Type of Intervention. The activities carried out by the NDF involve the physncal rehabilitation” of tahks
and the implementation of a social development program. These include: (a) renovation of the tank with-
the participation of the beneficiaries; (b) initiating suitable institutional arrangements with which to foster.
better coordination between farmers and government officials; (c) introduce modern cultivation techniques

to farm groups including the growing of other field crops in place of rice; (d) training local youth to act;
as change agents for agricultural development; and (e) organizing informal educational programs for:{
farmers. : e

Types of Schemes Selected. NDF's intervention is presently confined to small tank systems. “The’
selection of the tanks was based on the following criteria: (i) very small tanks that were usually not

benefiting from other development brograms; (i)) economic backwardness of the community dependent

on the tank; and (iii) farmers’ desire for external help to improve their irrigation system and landownership

pattern under the tank (Magederagamage 1990). Unlike FFHC, NDF selects only tanks which are in

working order. Abandoned or neglected systems are not included in the program.

Delivery of Support Services. Three institutional forms are central to NDF's intervention- in small tank
systems. These are. (i) Field Coordinators; (i) Farmer Organizations; and (i) Small Farmers”
Federation. ' e

Field Coordinators (FCs) are employees of NDF who are resident in the project area and function
as "change agents." FCs play an important role in the early stages of the program ‘when they train
village-level volunteers in community work, assist in the formation- of FOs, and function as unofficial
Liaison Officers to obtain and coordinate services from various state agencnes and other bodies servicing
the small-farm sector. -

The FOs are the principal body through which NDF’s assistance is channeled. NDF mvolves the
beneficiaries right from the beginning of ‘a planned intervention. This was achieved "by encouraging
Farmer Groups to discuss and evaluate the rehabilitation plan which was formulated by the DAS. Itis.
only after the proposed intervention is ratified by the Farmer Groups that*it is taken-up for
implementation. FOs are responsible for O&M of irrigation facilities. They collect a fee and also mobilize
labor for maintenance works and aiso plan out the irrigation schedule. -
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The third institution created under NDF’s strategy is the Small Farmers' Federation. This is an
umbrella organization encompassing all the FOs in the project area. The functions are: (i) coordination
of inter-village farmer activities; (i) agricultural planning and decision making regarding crop
diversification; (iii) liaise between FOs and state agencies and (iv) provudmg financial assistance to FOs
when needed (Dayaratne 1993).

Impact of NDF Intervention. Paucity of data prevents a quantitative assessment of the impact of NDF's
intervention in the FMIS sector. However, results from a few inquires on NDF's program indicate that
there has been some gain to the farmer community. Dayaratne (1993) estimated that in six of the 10
tanks refurbished by NDF, the command area had increased by 14 to 38 percent. In four tanks the
command had remained the same-due to the unavailability of land for expansion (Table 10). The results
of the study also show: that in the samé there has been a substantial increase in the productivity of land.
Prior to rehabilitation, the yields in six of the 10 tanks were below 3,800 kg/ha (60 bushels/acre). With
the project, six tank systems had realized a yield of over 5,000 kg/ha (over 80 bushels per acre), with
three tanks realizing yields of over 7,700 kg/ha (over 120 bushels/acre) which represents over a 100
percent mcrease (Table 11). ‘ o

Table 10. Impact of NDF intervention in the command area of selected tanks.

Tank name Number Commahd area (ha) | Increase in area (ha)
of farmers »
Before After

Arulgaswewa 34 9.0 10.7 1.1 (14)
Dalupothuwewa 14 7.3 7.3 . -
Habawewa 1 18 7.3 10.1 2.8 (38)
Mawathagama 18 9.7 13.4 3.7 (38) . .
Wewa . : . o .
Nabadathenge IR -3 AR 6.1 6.1 S e
Pannala-Aluthwewa 1 es | gr | o e (25).
Uswewa 2| 9.7 9.7 ol
Wegollagama Wewa 7 2.8 . 28 ‘ -
Weligara Wew-a 17 5.9 ' 7.9 2.0 (35)
Yakadapotha Wewa 18 10.9 14.6 3.7 (33)

" Total 176 75.2 90.1 14.9 (20)

Source. Dayaratne (1993),
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More than the achlevements in physical outputs, several observers (Perera 1988 Wlmaladharma
1990, Dayaratne 1993) have commented on the NDF’s strategy in intervening in the FMIS. Unhke the
FFHC's approach which is based on paternalism and has idealistic aims, NDF emphasizes beneficiary
participation from the beginning of its planned intervention. In addition, the beneficiaries are expected
to contribute financially as well as in terms of labor. Dayaratne (ibid) estimated that cash contributions
towards rehabilitation in the 10 tank systems amounted to about US$3,300 in cash and labor which
amounts to about six percent of the total expenditure of US$53,000 (Magederagamége 1990). ,

The Field Coordinator System introduced by NDF has proved to be very effective. Its role is similar
to the Institutional Organizers System successfully. experimented with and subsequently set up as a
formal institution in the large agency-managed systems. FC is a novel system to the FMIS sector,
though one could argue that the Project Officers of FFHC and the Divisional Officers of the DAS perform
similar tasks. The novelty is in the attitude of the NDF Field Coordinators who also have the added
advantage of not being unduly constrained by government regulations and procedures.

Table 11. Impact of NFD intervention on land productivity (kg/ha) in selected tank syst'ems.'

Yield (kg/ha) Before project After project
. (number of-tanks) (number of tanks)- - ||

< 1,800 | 1 )

1,900 < 2,570 4

2,570 < 3,800 1 \ 1

3,800 < 5,000 4 3

5,000 < 7,700 3

> 7,700 | 3

CONCLUSIONS

Support service programs to improve production conditions in minor irrigation systems have expanded
substantially since the late 1970s. Although there is a vast amount of literature on the support programs
of various agencies, with a few exceptions, most studies focus primarily on processes rather than on an
assessment of their impacts. An exception is the VIRP post-project studies which have been carried out.

Even thdugh publications and eloquent accounts by service providers describing the process - of
delivering support services are very appealing, and some successes have been reported, field realities
of the delivery process give a different impression. Therefore, it is difficult to derive conclusions with any:
reasonable degree of confidence about successful support service programs. What is attempted in this
section is to hypothesize characteristics of a potentially successful support service program on the basis
of the specific programs reviewed in the preceding section.
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In Sri Lanka; the _government had for fong been the pnncrpal pprovider of support services .to the small
farm sector Smallholder agnculture was supported by an rmpressrve array of state-sponsored support
programs such as subsidized credit, inputs, extension, tractor services, irrigation - development,
agricultural research and various legisiation aimed at safeguarding the interests of smallholder cultivators.
Yet, the performance of the various government agencies in the delivery of support services has been
poor. This is specifically the case with the FMIS sector. As Government interest focussed primarily on
the large-scale publicly managed irrigation systems, the needs of the FMIS sector had largely been
overlooked except for the sporadic rehabilitation of some of the small-scale irrigation systems.

During the past two decades, government had taken major initiatives to develop the FMIS sector.
The firm evidence cited in the reports shows that some 2,100 farmer-managed irrigation schemes have
been rehabilitated under various major state- sponsored programs.?' Itis expected that by 1997 another

2,000 tanks will be rehabilitated under three major ongoing programs.?® If one considers the 185 tanks
'rehabrlrtated by the FFHC and 10 systems refurbished by the NDF, the total number of schemes already
:rehabrlrtated or identified for renovation amounts to 4,360 systems. This accounts for about 20 percent
~Of the farmer—managed irrigation schemes in the country Thrs is ‘undoubtedly” & very conservative

estimate in view of the fact that several other schemes have been refurbished® ‘under various state.and
NGO sponsored programs not cited in this study. This indeed is a significant achievement - realized
during the last two decades, especially because the FMIS had been overlooked for several prevrous
decades. : foe
Although state mterventron through donor assrsted _programs such as the VlRP IRDP have shown
some tangrble benefts as pornted out tn the previous section, the Iong-term sustarnabrhty ofthe benefit

_ .stream remains doubtful One of the major reasons for this is that the state may not be abte to rntervene
.as lntensrvely as it has done through these special programs after the duration of the prOJect There:are

simply too many tanks for the government to effectlvely maintain. :

One main drawback of past state-sponsored programs was that they had been very centralized, and
were designed and implemented without the participation of the beneficiaries. This reflects to an extent,
the welfarism that had dominated every aspect of Sri Lankan society for several decades, and in
particular the paternalistic attitude of the state to the small-farm sector.

The exclusion of beneficiary participation in the desrgnrng and rmplementrng rehabllrtatron programs,
had created the impression in the minds of the farming community that the irrigation system belongs to
the state’ and therefore, the government was responsible for its operation and maintenance. Although

the O&M. of FMIS responsibilities have been recently decentralrzed to Provincial Councils and'Farmer
.Organrzatlons the organizational framework to carry out these functions effectively has yet'to emerge.

This report also reviewed the support programs of two NGOs which are directly involved in minor
irrigation schemes. As pointed out in the text, the objectives of NGOs operating in Sri Lanka go beyond
tank rehabilitation to broader aims of community development. The irrigation system is used as an entry
point to the village.

Paucity of data does not permit a thorough analysis of NGO Support programs. Evidence suggests
that NGOs are comparatrvety better provrders of support servrces than public agencres This is prrmanly,

*This includes 1,075 systems under VIRP, 1,006 systems in the seven IRDPs cited in this report and 83 tanks under the ADZAP
Project. - This number could be substantially higher if one takes rnto account the systems rehabilitated under the other IRDPs of
which data were not readily avatlable )

2This would include 1 ,000 systems under NIRP, 700 systems under the WFP PrOJect and another 300 systems under the North
Western Province Water Resources Development Project.

31



chorce of systems for rehabilitation and are relatlvely better at moblllzmg the partlcrpahon of water users .
In fact they have made the formation of Farmer Organizations an essential qualifier for its assistance
program. In addition, NGOs concentrate on a few tanks, and are not bound by the stringent
administrative and financial ‘regulations which govern public agencies. However, two issues merit
attention in this context. First, NGOs will not be able to maintain continuity of their programs because
of funding constraints and thus, limit their activities to the period for which funds are available. Second,
it is doubtful whether the NGO approach could be replicated on a wider scale. Public agencies are
vested with the responsibility of assisting a much larger number, but lack the resources and the
personnel to deliver support services with the same degree of intensity as an NGO.%®

The setting up of Farmer Organizations has had an_enthusiastic response from pollcy makers,
politicians, donor agencies and farmers. There is evudence of some FOs effectively organizing support
services for their membership. The more successful’ programs are those carried out by FOs which have
provided a range of services such as input supplies and marketlng Such FOs are primarily in the larger
agency-managed systems and well supported by the publrc offcnals The supply of production inputs
and the resolvmg of farmers’ marketing problems instilled confdence of the farmmg community in the
FO:as they realized direct benefts immediately. This in turn facilitated the leadershlp of the FOs to
mobilize ‘the membership for maintenance works of the |rrlgat|on system which is relatively easier ‘than
those FOs which tended to focus solely on this function.?

As noted earlier, the state has been and continues to be, the pnncrpal provxder of support servrces
for irmigation system rehabilitation, system operation and maintenance and in matters related to conﬂlct
resolution. Although measures have been taken recently to transfer these functions, especrally O&Vl
activities, to irrigator organizations, the limited experience especrally in FMIS precludes a realtstlc.
assessment of their efficacy. Nonetheless, on the basis of the experience to date, the following are
some of the hypothesized characteristics for an effective support service program. '

Proper ‘Cooirdlnatlon among \!ariou’s »Agencies and :Programs o

Fragmentatlon of control over the tank and the assocnated components has been a maJor reason forthe'
decline of minor irrigation systems The problem has been exacerbated by the muttiplicity of government--
departments and various institutional forms established at.different times with blurring lines of
responsibility exercising some ill-defined authority over the systems. As various government agencies,

parastatal bodies and NGOs are involved in the provision of support services, effective coordination of
the activities of the providers is fundamental to reach out and support the FMIS sector.

BEor example, in the Maho area, the FFHG has one Project Officer who oversees about 10 small systems, whereas the Divisional
Officer of the Agrarian Services Department altached to the Divisional Office has in some instances to admlnlster over 100 small-
scale irrigation systems,

MAs these organizations are new, some degree .of caution is necessary in arriving.at firm conclusions about their effectiveness
based on their early successes. This is specially because, although irrigator organizations are a recent innovation, Sri Lanka has
had previous experience with other forms of organizations such as Cuitivation Committees established under the Paddy Lands Act
of 1958, and Agricultural Productivity Committees created under the Agricultural Productivity Law of 1972, The Agrarian Service
Centers established countrywide were for the specific purpose of providing support services to the farming community. These
organizations started off with much promise, but collapsed subsequently.
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Decentralization

Decentralization of support service activities with village institutions which are easily accessible to the
farming community plays a major role in coordinating and delivering support services. Local plans and
programs must be well articulated with national plans and interrelationships between the various
agencies defined clearly.

Consistency in Policy

National policy regarding support services should be consistent in order to minimize uncertainties in the
program and instil confidence amorg the beneficiaries. Minor irrigation systems, especially the tank
systems are complex technical as well as social systems. The physical rehabilitation of such systems
is necessary but not a sufficient condition to foster their improvement. There is a need for cohesive and
sustainable management structures. Preparing the groundwork for such local management institutions
should be given high priority in any planned intervention (Ambler 1993). o

Key Roles of Farmers and Farmer Organizations

1. The involvement of the beneficiaries could enhance the effectiveness of the support programs,
especially those in which improvements to the irrigation infrastructure are envisaged. But a
necessary concomitant is that the farming community must be made true partners and be made
decision making peers over priorities, design and scale of investments.

Experience also suggests that when the beneficiaries contribute in cash or kind to the cost of
rehabilitation and maintenance, they manage the system more productively and sustainably. It
is important that any levy must be set locally and must be reinvested locally and not channeled
to state agencies.

2. Farmer Organizations can only function effectively ifthey are empowered to raise sufficient funds
to reinvest them in maintaining irrigation facilities and in the provision of other support services.
Empirical evidence suggests that FOs which perform diverse functions, especially in the supply
of production inputs and marketing could be more effective than those solely concerned with
irmigation.

3. Although this study does not provide evidence, experience suggests that small functional groups
could play a useful role in improving access and facilitate local consultation and identification of
their real needs and difficulties. Farmers readily join such groups and participate freely and not
feel overwhelmed by large numbers,

4. Evidence also suggests that external support through trained field workers attached to