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Acronyms
- Busmess Tum over Tax
- Department of Agrarian Services
- Distributory Channel
- Deputy Director
- Field Channel
- Farmer Organi-ation
- Farmer Representative
- lrrigation Department
- Irrigation Engineer

- International Irrigation Management instiute

Institutionai Organicer

- Irrigation Research Management Unit

wal lrrigation Rehabilitation Project
- Operaticn And Maintenance

Provineial Engincoring Unit

- Rajpid Rurat Appraisal

- Staff Appraisal Report

- S Lanka Freld Operations

- 51 Lanka irigahion Traming Institote

- Teciinical Assistant
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Preface

Papertenees from past rehaba hitatiog projects indicated that without ettective farmer participation m

the cehabdnation process, o s extremely difficult to achieve cost oflective and quality cehabilitation.
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Thig led  NIRP o wmandate farmer participation e planmng. design and mplemenation of
rehabilitatou projects with the ulumats obiecuve of handing over O&M responsibihties of

relabiliated schemes to Tiox

rmore schemesy with a view to more thorouehly analvoc s
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Favurel Usticipation 1 Rehabiditalion of YR Schemes @ Farmer Perspective

1. Intreduction
Farmer participation in the managemant ot irigation schemes s based on tlree majoi wssumptions,
The first assumption wx that participation should beain at the grase root Jovel Ty means that the

i

tarmers at tury out bovel should be orven o opportunity o particgpate. Secondly, 1l assumes tha

pat Prab o ptnee w0 e of e dovobopment processo that 1 from the pre-planniie,

plonning and design, and S0 mplomeniation stage, 1o the monitoring and svaiuaton stage. Thivdiv,

i assurnes el participation shoufd beesriabie srehi ap fo man decision making deved mihe schemey’

Progect Monneor ot oommines and o shontd be through oreaniced group represematives tiv: o
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The chinging svenario o the wrigstion sosienss dunng the Taxt decade has spown that die io aporte:
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of funding. 1he nhvs o Sraciui -~ e e derociocated and thrs had led 1o poor pertormance ol 1

systems, Thiy situaoon has o wen sesalted  fow vields and a nnal drep o the farm meen s
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The National irigation Rehabilitation Project theretore has 1aid down three principizs. One calis upon
the famers to establish farmer organizations ai the pre-planmng stage, secondly thal the FO 5 sheuld
agree to contribute at least 10 percent of the construction costs, and thivdly, the FO shoonld agres to
maintain the schieme in accordance with the O&NM plan, once the rehabilitation is compicte and the
scheme is handed over o the FO. In selfmanaged schiemes (the minor schemies) the FO 5wt take
responsibility of overall policy making for nuplementation ot Q&M and rescurce wobihiration of the
whole svstem vight afier rehabilitation with enidance and advice from the Irrgation Accney Injom

management systems (the major, medium schemes) the FO S along wath the lrrigation dgenovoawdl

jomtly shae the management of the Headworks and the main canal, while the Distethotyy channe:s
WYy and badow seill be the responcibitite of the TG 5 The mechanism adopted o e Temon de
the Project Management Commitiee sy<tem. where the TO veprosentative and gov ormmant officin!s
tointly dectde on overall poliev e The FO3 S sl rake responsibility tor QXA o Tcid and 13

channe s white the Agency will contimue 1o [ook atter the headworks and the main canal vl a tinad

decrston o hend over ix aken at o Lder Jdige

Objectve of the Farmers Forum

1

s ARNU dupring 1994 studied five selecied NIRE schemes i order to evaluae as 0 s this
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This workshop identified the need for further consuitations with the beneficiaries. A workshop for
representaiives of farmer organizations from 20 NiRP schemes was therefore organized bv the IRMU
to get a feed back from the farmer representatives thenselves on selected issues pertaining to the
participatury aspect of the project.

During the last decade there had been numerous lectures, seminars, workshops attended by eminent
academicians, and the implementors, on the topic of participatory management of birigation schemes.
Vartous viewpoints and experiences had been shared at these veminars and workshops. However a
workshop invalving only the beneficiaries namely the farmers had been a rare one, and it is to meet
this demand that the TRMTJ organized this workshop in order to share their experiences and to arrive
at conclusions as o how the beneficiaries feel about the implementation of the participatory principle

and what action could be taken to further strengthen it.

This workshop was also intended to provide an opportunity for the policy makers and implementators
fo educate hemseives and learn izssons from the experience gained so far on the parucipalory process

i ihe WIRF {rom the beneiiciaries themseives.

Methadology

Thix fawmers forum organired by the IRMU and was held at the Galganirwa SLITT on February 25,

1995,



Twenty farmer representatives from 20 FO S in NIRP schemes were invited to the workshop. The
representative were from the FO S in the Irrigation DD ranges of Hambantota, Moneragala,

Bandarawela, Kandy, Kurunegala, Anwradhapura, Galle and Colomibo.

The schemes they represented belonged to both major/medium and minor schemes. Some schenies
had just been identified for rehabilitation, while a few other were on going schemes and a few more

were where the rehabilitation work has been completed and 1s awarting handing over to FO S,

The discussion therefore reflected the experiences of the FO S regarding all stages of rehabilitation

‘The farmers were divided into four groups based on their geographical setting.

The weorkshop had two sesstons with two groups particpating m each session. Each group reprosents

ivrgation ranges Te which they belonged and cach farmer represented his scheme.

Fach sosstonvvas fed by a faciittator. The facilitator firstly briefed the participants on the objective:

of the workshiop aid explained how to presant their experiences undei sach compuent.

The bve compoenents solected Tor discnssion are as follows:

] Farmer organiratiou-formation and preparation

b Py ot v e 1oyt i t - ot ”
Parmer participation i planninge and desioning of rehabilitation schemes

5 Pavmeyr conteihiition of 10% of the resources needoed for the rehubiitation



4. Construction contracting by FO §

_n

Construction supervision by FO 3.

The facilitator guided the farmers so that they presented their views on each topic stated above. They

were bricfed as to the openness of the forum, where they could comc up with their own independent

‘The FO representatives were also told that this was not a session where long speeches could be made
and answery expected from the officials present. The farmers were the only actors at this workshop
and the officials were only there as observers. Fach farmer was given an opportunity to come up with

his own experiences on the subject at issue.

During the sesston the farmers not only commented on the respective components but also came up
with reconmendations to improve the activities as presently being followed with a view to obtaining

better results.



2. The discussion proceedings

1. Formation of farmer organizations

The tarmier representatives who attended the forum discussed the issue of the formation of FO S and
they described their expericnce with regard to the vacious steps taken both by farmers and ofticials in

the organizmg procoss

Almost all the FO representatives stressed the need to have an awareness built up betore the FO S are
formed. They said that FO's must have gpecific objectives that will help the people. The project
Abjective 1o cres imcomes throngh rehabilitation i a verv broad obsective. Thig shonld

be translated into specific nbjectives and activities, so that the psople will both understand and

participate in FO programs. Rehabilitation should be considered as just another activity,

The FO representatives went on to describe as to how therr respective FO s were established. Those
who canie from major-medium schemes said that the basis for their FO was the DC boundary whife
the represertanives were selected trom FC s Most FO S were established even before the scheme was
sefected {or rehabilitaiion and registered ander Section 50A of the Agrarian Servives Act. The

- o ¥

repiesematives who vame from Hattota Amuna and Manaake

o ol el 1Ty
t‘l‘y a Ssag tiat v ri; s Wik

reorgaitized to mect the gew demands ke O&M and better FO admimistration as a rosult of the

cehabilitation program. They found that the new FO demarcations are more fogical and uxetid tha

-6-



The FO represemtative who came from Kalutara said that in minor schemes the FO S were established
by the Grama Niladharis in ¢ollaboration with the Divisional Officer (DO) of DAS after summoning
anreting of the farmers. Hers too the boundaries were adjusted to cover the rehabilitation scheme.
At Haltota in Kadutara District and in many other minor schemes, the representatives said that the area

covered by the FO was over and above the arca carmarked for rchabilitation and thercfore a now

=
=
j9m
(8%

JAEASRS B Y L0 a S 2 A Falas S 2

original meetings were not very satisfactory. However once the FO was formed and registered and
the office bearers selected, the farmers found the FO S useful organizations. Tn doing so thev were
thankful to the ID and DAS staft’ for the cooperation they received from them to set up the
mstitions. The farmers were given a draft constitution, the provisions of the Agrarian Services Act

was explamed and the necessary coordmation lines established.

Onee the FO was formed the office bearers had to prepare correct lists of farmers, cotlect daa and
start programs to get more Larmers join the organizaiion. Each FO had its own system for the
- £ 1 wlat >

it oi membership, for example in Ambewsla FO each farmer had w0 pay Rs. 16/- as a

membership {oc and Rs. 100/- ags a share capital which could be pai
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Most of FO representatives spoke about the deiays in registration of new FO 5 by the Department

of Agrarian Services. The appliication for registration of FO S in Ma Ela 1s stili pending said the

represemative from Ma Eta FO.

Oncc the FO s arc formed they continucd to hold regular mectings with farmers. The FO s present
said that the committee meetings are held once a month. The meeting place is either at the residence
of one of the office bearers or at the local school hall. The lack of an office was considered a felt
need. General body meeting of farmers is held once every season while a few FO s said they hold
meeting once in 3 months. They spoke about the necessity of each FO to have a separate office. The
FO representative from Manankettiya and Ketawela said that the NIRP has constructed an office and
ameeting hall in their scheme. The FO representatives were told that there is provision to construct

an office and meeting hall in all mediim/major NIRP schemes.

On the subject of training ot farmers, the FO S agreed that this should be a very important component
v1the establishment and deveiopment of FO S, They were aware that the first moduie in the training
program prepared by the Project, is on Awareness. Bul some FO representatives said that this 15 not
conducted property. The facilitator explaiiied that as far as FO S are concerned there are five training
modules. Thoy are, Awarcricss. Steengthening of FO S, Financial Management, Construction anid
Operation and Maintesance. The Galgamuwa Training Institute did the training for major-medium

schemes while Department of Agrarian Services was responsible for Training FO s in minor schemes.



The FO representations described how the awareness program helped them to organize the farmers.
In Buttala and Kukurampola the FO S said that it was the TA who had done the initial awareness
program and organized the. The Buttala Amuna representatives said that at the beginning the

respouse from farmers were very poor but after sometime the situation improved.

The Buttala representative said that the FO collects a bushel of paddy from each farmer per season
as their contribution towards the development fund to be used for O&M and other development
programs, This FO now owns a tractor and they are ready to undertake Q&M once the scheme is
handed over. The Panugala representative wanted the Agrarian Service loan-schemes and impleme
and tractor ales to be extended to FO § in major/medium schemes as well. At Kukurampola the
representatives said, that the initial participation of farmers were very poor. The FO representatives
had gone from house to house to explain the rehabilitation program as a result they were able to get
membership of over 75 percent. At Hattota Amuna too the farmers were not aware of the
rehabilitation program at the beginning but here the Institutional Organizer appointed by the project
was very helpfl. He hasheiped the FO to establish and consolidate itself. He was able to reorganize
the FO S on the basis of better water management. The farmer teaders along with the 10 visited the
farmers in their own houses, and they were able to establish four strong FO 5. The people have

agreed to pay Rs. 106/- as a share in addition to the membership fee
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about the ugefalnass of the 10 < in establishment, restructuring and development of FO S, The FO



reps from Marara and kKandy said that originally the FO were established as a top down institution
where the Grama Niladhari summoned a few farmers and organized the FO. But after the
appointment of the 10 S by the NIRP the siwation has changed. Most 10 3 have heiped the FO
representatives to organize the farmers. The 10, they said acted as a liaison and a coon‘dinalog with
the Agency officials and others. The ID officials and the 10 S thus helped FO S to develop the
organization. The representative from Ma Ela, Kandy said that as physical rehabilitation work had
not yet started, the JO helped them to concentrate their attention to other activities like youth and
women projects with a view to strengthen the FO S. In some FO S the 10 S attended to the maeting
_ arvangements and discussed the rehabilitation proposal with the farmers. They linked the IFO S with
the services provided by the government, specially in the minor crops sector. The 10 S helped the FO
S to organize Shramadana. The Ketawela FO rep said that they had done over 10 Sharamadana
betore the beginning of its rehabilitation program, although most of their members were part time
{armers and therefore mobilizing them was not a easy task. They had requested those who could not

attend the Sharmadana to send a faborer or pay their a days wage.

Hambanioia representaitve sad their FO 15 now well established and 1s providing the foliowing services

to the farmers -

1 Fertilizer at low cost

0o

Tractor ploughing on an easy payment basis

")

Bee keeping boxes

4. Providing seed paddy by cultrvating a 15 acre seed paddy farm

-10-



5. Providing implements like mamoties at low cost

0. Planting material like coconut plants.

Almost all FO reps showed their dissatisfaction over the long delays in getting the consnuctiqn work
started. Indrasiri from Akurcssa said that the officials at the preliminary mecting promiscd many itoms
of work but they have not included all in their estimates. They still do not know whether their anicut
will be repaired or not. Its a long time these officers have come and nspected the site of the old anicut

but nothing has happened since then.

Mr. Dharmasena FO rep from Hambantota also stated that their rehabilitation has not vet started and
that they are unaware of the progress made by officials. There are five FO S under the scheme, due
to the delay in starting the rehabilitation work the farmers are loosing interest and it is difficult to
summon them even for a meeting. This has weakened the functioning of the FO S, The
represemtative from Wennoruwara disagreed with the above situation and said that it 1s incorrect for
the farmers to depend on the rehabilitation and wait without strengthening the FO. The FO is a more
mmportant and a permianent institution for the farmers. 1t should not depend onty around rehabilitation,
i such case the FO will end vp as a failure. The farmers will loose interest as soon as the
rchabilitation work is completed. He said that they must have a much more greater vision in the

extablishment of FO 8. Mr. Ranasinghe FO representative who came from Anuradhapura said that

~

their FO 5 fimctions well but in establishiment of FO there 15 the quastion of giving membership to the
third oeneratim tamiers livine within their ¢cheme 12v have na land of thete awn hat cnltivate Tand
generatton famiers living within their sche Mhev have oo land of therr own but cultivate land

together wth their parents or relations in the scheme The actual problem is that when electing famer

-11-



represematives, the question of their eligibility is raised by some farmers as they cannot be officially
inciuded as cuitivators. They do not possess any tand permits which in under the name of their

parents, but however the allounent are unofficially divided.

e also stated that in the cstablishment of FO, political issucs has come to play an important pait.
Draing the last regime the FO S were mostly controlled by the supporters of the previous government,
but now with the change of government, those who support this new government waats to take over
the contral of PO S. This has created dissatisfaction among the farmers and has affected progress,
The DAS has decided to reorganize the FO S and in doing so there will be a change in the present
office bhearers. Tfthis happens it would mean the need for a fresh awareness program. The new
representatives will not know anything about the NIRP rehabilitation and the concepts of participatory
management. The representative trom Ketawala also agreed with this view and further went to say
that the farmers teo prefer to elect those who support the present government as they feel that they
can get greater support from their Parliamentarians. Some other representatives who were present did
not agree with this view point.
The represeitative froin Tamiita FO said that they hiave diversified their activities. Tliey have staited

1l aallenfing conice o SN Go evrrrecdroacndd B s RTagtloa n A4 flan povera b iaaan phaoses baes o
a milk \.-l]llvbtlllg cemier and the milk is PUrciidsca by triic Nestic o, At tie somctime tuu)\‘ 1AV

officials once appointed to a scheme should not be transferred till the rehabilitation work is ever. as
this will offect the personal relationships he has built up during the yvears. It will take time for a nev.

otficer to understand the scheme and the peaple, this will be a drawback on the rehabilitation progran.



Afmost all farmers insisted the need for official support to get the FO s stabilized. They wanted the
IO S be allowed to continue for sometime after rehabilitation is complete, and that there shouid be

more training program to farmer reps and farmers on subjects like O&M and agriculture.

2. Farmer participation in planning

The SAR has laid down very specifically that the agencies should adopt the participatery approach in
identtification of work items, in the preparation of designs, in the schemes selected for rehabilitation.
The mechanism to be adopted for such participation by the beneficiaries is through consultations, walk

through surveys, formal meetings, ete. The Technical staft of Agencies
this process with the Farmer Organization representatives and the other beneficiaries in the area.
Every attempt should be made to accommodate the requests of the FO s and the beneficiaries. If the
suggestions made are technically not feasible the Technical staf are expected to explain the reasons
clearly n order to avord nusunderstanding.,  This 15 a part of the participatory process. It will also help
the agency to avoid problems at the time of handing over. Once the designs and estimates are ready
the Agency siafl is requested to attend a ratification meeting organized by the FO s where the items
taken up for rehabilitation has 10 be explained. At the end of the mieeting, the farmers are expecied
to take a dzciston as to whether they agree to the items or net, and that thev undertake to do attend
to their 10 percent contribution, and thercafter to take over the management of the scheme once the

rehabititation is completed.



At the forum, the farmers from Gampola Raja Ela, and Udugoda Bandara Ela who represented two
sample schemes taken up at the beginning of the NIRP, expressed their opinions and said that they
were not properly consulted. They were not aware of any meeting to find out their needs. Even the
ratification meetings were not well atteaded, as the farmers were not aware of the NIRP procc_durcs

at the beginning. Furthcrmore at that ¢ they did not have an [C

)

their FO S were not properly
ala Amuna said that they are satisfied with
the rehabilitation procedure. They said that they had a strong FO te start with and therefore could
react better. He said that almost all the rehabilitation contracts under the scheme is undertaken by the

FO S in the scheme and all their requests were accommodated.

The repre‘sentativc who came from Kukurampola scheme was very appreciative about the way
discussions and consultations are.done right now. This is a new scheme that 17 to be taken up tor
rehabiiitation. They said that the Agency staff heid a number of meetings, visited the sites a number
of times for the purpose of preparing the designs and estimates. The representatives from Kande Ela
100 Sz'iid that the Agency staff and the consultant had meetings with them and had a walk through

idenifying the number of places which needed channel lining and oullets. They were able o show

the damage caiised to the chaiiel by the people cultivating the reservations and aiso the illicit tapping
by rich farmmcrs. They were happy that the agency stafl” had given thom the assurance that the

reservation sncroachments and illicit tapping would be conwwolled once the rehabilitation work

Cl\’mn11m1f‘>30 rn}e <
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1t major problems is the shortage

ofwater to the Kande Fla padde farmers. This he sald will be solved through rehabilitation as a result
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of agency agreeing to divert some amount of water from the Ambewela scheme which at the moment

has excess water. It was due to the study made as a result of rehabilitation that this was made possibie.

The Kande Ela representative said that their main problem is that the paddy farmers who cultivate at
the tail ond of the scheme arc far away from the reservoir and they get no water becausce the rich
potato fanmers syphoned their water mid way. They originally suggested a pipe line and a storage tank
which would have been very expensive. Now due te the rehabilitation discussions the Agency has
found that they could divert some excess water from the Ambewela reservoir. Theretore their original

suggestion was found to be redundant.

The Ambewela FO representative was also thankful that this decision is not a unilateral decision of
the Agency, as would have happened in the earlier days but it was arrived through a consultation
process where both scheme representatives together with the D officials discussed this problem and
arrived at a settlement. The Deputy Director ID agreed to be the chairman of the committee
representing both schemes to decide on the question of diverting the water. They were thanktul about
the procedure Taid down in the NIRP which helped this process. The representative from Murapola
FO said that over 100 farmers attended their preliminary meeting to discuss their rehabilitation
proposals. This was followed by a walk through which helped the Technical officers to identify

correctly the places which needed lining. They also saw the difliculty in communication between

o

& Ao o] o v 17 . M ~y o 8 3
villages as the schame was over 10+ cng. They satd that when the Agencies staft and Consultants

realized the difficulty of managing this scheme they even suggested a internal telephone system. but

this was turned down by most Bamers, as maintaining such a telephone system will not b2 possible



for the FO s onee they took over the scheme. Instead they suggested a better road system. They too
were happy about the consuitation concept in the NIRP. The farmer reps from Ketawala stated that
they wanted a number of places lined, but this was curtailed due to lack of funds. They said that the
pro-rata rate fixed by the Project is a constraint in including all the items needed to rehabilitate the

scheme. Specially when the schome is large and neglected for a long period, the money avaiiablc on

Manankattiva representative spoke about the delay in starting rehabilitation work, They sai
tune spent on designing and final ratification is too long and the farmers have got frustrated. Even the
FO stfind it difficult to face the people and the 10 is kept idiing, They suggested that once the items
for rehabilitation are identified the work should start without too much delav. However they wers
thanktul for the rehabilitation which has now started afler about two years delay. The Hathota Amuna
epresentative said that an area which was originally considered as an encroachment 1s now included
in the scheme and this 18 an asset to these farmers who, up to then had to undergo hardships. Now

these farmers hasg been organizzd them under a separate FO. The representative from Labonuruwa

FO also stated about the delay in taking up their scheme for rehabilitaiion. He suggested that 1t i
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agreed with this view. Thus the need {or better communication between the FOs and the constructing

agencies.
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The representative from Ketawala FO said that once rehabilitation process starts the officials
comected to this should not be transferred out. This he referred specially to the Technicai Officers.
The knowledge that these TA s get from listening to fanners cannot be transferred to another officer
during the course of rehabilitation process. Therefore those officers who are there at the begi(ming

must be allowed to stay till the construction work is complcted.

The representatives from Murapola FO also stated that the awareness about rehabilitation is very vital.
Before the designs are prepared there should be a good awareness program which will help the people
_to cooperate. If thig is not done the rehabilitation will be confined only to the agency requirements.
He said that the FOs should arrange general meetings for which agency officials should participate.
The representative from Gampola Raja Ela also spoke about the 10 being appointed at the appropriate
time. He/She can do much of the awareness program and organize the FOs better, he/she will also

act as a link between the agency and the farmers. He/She can help the FO n a number of ways.

At the same tume the 10 s too should not be taken out firom the scheme tiii the final handing over is
done. He spoke ofthe situation at Gampola Raja Ela when the earlier 10 was transferred out and twe

lady 10 s were appointed, it took sometime for the new 10s to know the area and the farmers.

The representative from Kaltota said that the planning and design stage was done with their fullest
cooperation but when it came to implementation they were not told about the details of items and the

sstunatass but were only told of the ttems in general. They gaid that the farmers should be given all

details go that they could see that the contractor does a good job of work.
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The represemtative from Ketawala said that the agency staft discussed with them and they had a walk
through and they were abie to show the officials the places that needed outlets, but when the finai
design was dong instead of the 28 outlets there were given only 8. The farmers were not very happy
about this. This could have been avoided if they were told the reasons for this reduction. As for the
Hining they arc now awarc that this was rcduced duc to financial constraints. The Kotawala
represemtative wert onto explain that without proper lining their main chanael would become broader
and broader due to erosion taking place. They urged that this be re-considered also as a result of the
limitation in cutlets will effect the rotational distribution of water. At Murapola the FO said that most

of the channel sides are subisct to landslides due to the steep slopes and therefore lining is nzeded.

They said that they had a very good discussion with the agency staft before rehabilitation.

The Buttalarepresentative said that work mn their scheme 1 almost complete and they are very happy
about the rehabilitation. Now they can distribute the water well as the measuring gauges that has been

instalied will belp them. However no action has yet been taken to hand ovey the D channe! to them.

What they now need is training 1n operation and maintenance.

B “< -w e 1 B .
3. Farmers contiithution to 10 percent
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the rehabilitation estimote. The main purpose of this concept is to get the fanmers to participate in the
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rehabititation process and to give tham a sense of ownership in the scheme. The SAR states that the
FOVS should agres to contribute at least 10 percent of the cost of rehabilitation and tmprovement in
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the form of free iabor or any other acceptabie form. This is a pre condition to rehabiiitation and the
O S are expected to pass a resoiution at the ratification meeting to the effect that they wiil provide

this contributiosl.

~ g et atia oo 1o Hha e rren: iy ~ W/ S megei~te o v ~Fraprr e
iC O TPt cscittatives 1s that or ganizing the 10%6 is casier 1o mitior schomoes

than in major schemes. That it is easy to tmplement the 10 percent in rural areas and more diflicult

in schemes closer to urban areas as most farmers are part time farmers.

It wag found that FO S use different strategies to get this 10 percent accomplished.

The FO S stated that they have to face problems, as to some agency staff do not divulge the total cost
ol the rehabilitation. As a result they are unable to account for the 10 percent when they are
questioned by farmers. In certain other cases the FO has to wait till the contractor completes his part

of the contract to show the farmers 10 percent, as this can only be done afterwards like for example

turfing.

It was told by FO Udawela Maha Ela representative that, in case the farmers refuse to do their part

anthortty for non compliance. However on the whole the FO representatives agreed that the {famers

did not show much distike for doing this 10 percent contribution.
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Arepresentative from Kaltota scheme < o that some technical officers have included the 10 percent
i their main contract. {he contract v - if is given to the FO and every time the FO gets a payment
for work done, a 10 percent 1s deducte.2 as the contribution. The FO said that they do not mind this

as long as the contract includes carthyve -~k but when it comes to concrete items this system (s got at

all suitablc and the FO looscs on the .- ~vract.

In Ketewala schemes the 10 percent 1« zone through the farmers, who work on the normal contract

The Murapola representative said thai {uev have organized a number of Shramadana to accomplish
the 10 percent. Those who did-not s-articipate were asked to pay for the days labor. In the
Wemnoruwa scheme. where most farmes~ are emploved as part time farmers the FO finds 1t difficult
to get the 10°e done The FO had decice. < that all cultivators shounld pay their contributions in cash.
The PO nwm emploved daily labor aec ompleted the work. However one PO at Wennoiuwa has

sifl farted o get their 10 percent comypr zied because the owners had defaulted i their paymen.

Inmostminor schemes the FO presont sz ¢ that they apportion the 10 poreent based on the Pangu hist
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that 153 the Halteta Amuna scheme they hieve done mors than 10% as part of the contribution becauss



Thus it was seen that the farmers adopted their own methods to achieve the 10%. This could be
summarized as follows: 1. Shramadana 2. Working extra hours 3. Collecting money from the owners

and coltivators 4. By deducting the 10% from the main contract § by giving a specific allocation under

the pangu list.

4 Construction contracting hy FO s

Another important principle followed in NIRP is that, the rehabilitation construction contracts should
firstly be offered to the FO S if they are capable of undertaking them. It is normally the implementing
agency that decides this, bot the general rule adopted is that if the contract ig 1echnically not
complicated, it is given to the FO otherwise it is given out to private contractors. Sometimes the
technical staff split the total contract into a number of small contracts. Those involving carth work
18 offered to FO S while those involving more complicated items are given to outside private

contractors.

The decision to give coniracis to FO S is generaiiy made ai the ratificaiion meeting. in case of minor
scheme the Divisional oflicer ol Agrarian Servicey, and in the case of medivm scheme the Techmcal

officer in charge helps in making this decision.

Where the coritract is done by an outsider the FOQ is expected to see that it is done well by appointing
a sub committee for the purpose. The FO S thar take the contact and make o profill deposits this

amouat to their development fund.



AllFO'S are given a training about construction by the Training Division of the SLITI or DAS. The
purpose is for the farmers to know about construction and this wili fielp both when they do their own

contract and when they supervise the private contractors work.

Most FO S who attended the workshop said that they had all undertaken contracts. The Gampola
Raja Elarepresentation said that in their scheme out of the 32 contracts the contractor defaulted enly
in 2 cases. Some contracts done by the private contractors were not to their fullest satisfaction,
Although they had appointed a supervision committee they found it difficult to make complaints
against the contractor, becanse they feel that the Agency would not like such complaints and that the
FO would be penalized at a latter 'stage. However some FO § said that after making representations

to the Agency they were able to overcome the defects through discussion.

The representative from Udugoda Bandara Ela said that the estimates prepared by the Trrigation
Department was low and this made it difficult for them to make any profits. They cited the example

of the Hume Pipes. The estimate allowed enly Rs. 7000/~ for one pipe winie the marker price was Rs.

10000/ -
T, ~ Haont xroveses 1o AT hhatvirames tho cacmeosnti e A thhoa sot iemat. vl tla s A
Hicy also said that ticre were 1011 GCrayy oCtwWeCTi Uic piropdiT tion of the ostimate and the tival award

ofthe contract. I between the prices of items would excalate. When they make representation abui
this srtuation the agency says that the contract cannot be amended at this stage. They also cited

examples of the price changes in the open market. Very ofien there is the difficulty of obtaining

cament. This has resulted in delaving

C‘
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wark already done due to rain and other natural reasons. Also the half done structures when fefi for

long periods also get damaged by other means.

The representatives who came from Ketawela and Pannugala said that except with the DAS the work
Fstimatcs arc preparcd in English and that the FO finds it difficult to understand. They requested that

they be given a Sinhala translation.

The representatives from Hathota Amuna said that they cannot get the mobilization advance m-spite
of the Government circular which allows the FO S get such an advance up to 20 percent of the value
ofthe comtract. This is due to the reason that the Agency staft is not ready to certify this advance and
undertake the responsibility of recovély. Almost all representatives agreed that thig s a severe

constraint and that the NIRP should make representations to the government and solve this problem.

The private contractors, on the contrary get this advance on production of a bond. The FO
representing Kesekhennawa said that in case of minor schemes the Department of Agrarian Service
gave them an advanee from the Agrarian Trust Fund on the recommendation of the Divisional efiicer
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Inthe case of Imbulgoda Amuna at Matara the farmer representative said that they collected thetr cwn

mongy trom a few members who could attord and need this ax o find 1o startwork, This was
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of work Supervisor has hampered their work. The lack of knowiedgeabie person at the work site to
assist them when they undertake the contracts is a major constraint. The technical officer comss oniy
occasionally and they find it difficult to gt advice from any other person. In case of private
conractors they said this is not a constraint as they are more experienced than FO 3 and can do even
without a Work Supervisor. They also raiscd the issuc that without a Departmental Supervisor the
private contractor can resort to do sub standard work and even the FO supervision committee finds
i ditficult to complain as there i no one at site and even if they go to the office and complain it would

be too late

The representatives from Buttala Amuna scheme said that they have undertaken a number of contracts
and that they have earned a profit. However he said that the procedure to get money for work done
1< very stow and they had to go a number of times to Agency officers. They said that if this s
cxpedited the FO S can do more work as thev need a quick turn over for work done to pay the
taborers and purchase material. They algo said that when FO S take over a contract they loose
heoause they are inexperienced in impiementing the contract. They ofien bring materiais mores than

the required amount and do not know the correct timing to bring such tems. They waid thai if they

cauld be advised by the Agency it would be useful. They also said that the construction training they
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The opimon of some representative is that a few technical offices are not sympathetic towards 10 0,

therctore they are not keen 1o undertake contract even if they have the capacity, because of the lack

4.



of mutual trust. They say they prefer to give to private contractors as they are less troublesome and
not demanding like the FO S, Sometime the FO S are harassed when they go to coltect thetr cheques,

or that they have to go a mumber of times.

Gampola Raja Ela reproseatative spoke about the poor quality of work donc by private contractor and

told about a structure that got washed away due to rain.

wanted to change the officer bearers of the FO for the sele purpose of getting the contracts. He
deplored this trend. He said there is danger to the stabilitv of FO S if thev exizt only to da
rehabilitation contracts. The FO will not be sustainable after the rehabilitation is over. Most FO §
said they are unable to take contracts due to lack of capital. Some Range Deputy Director of the 1D
provide construction material instead of money but the FO complamed that the material cost given by

the Department is higher than in the market and that they have to pay a 23% departmental chares 1or

materiais eiven. This they said showld not be done o FO S.

Almostall FO 5 complaed about the Jow rates given for work in the estimates. They said that there

should bo a method o change the rates of the ttoms when the
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oitractorsy abandon the weork and therefore the work stands idle for long periads. They only do the

-ofttable and abandon the vest. In such cases the FO {inds it difficult to face o
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The representative from Hathota Amuna said that the work to rule campaign by the TA s has affected

— : 2t

them. [uring the {ast Maiia Season thiere was a deiay in certifying the work done. Raining startec

i

m between and a part of thewr work got wastied away. The FO has to face a foss. He said that thers

should be greater cooperation by the ageacy. Otherwise the FO s as a movement cannot sustain itself

'The Gampola Raja Ela representative stated that they started supervising the contractors as they wers
mnhappy about the work, After making complaints the contractor disappeared and did not turn vp te

continue his work.
The contracts taken by FO S in the Udugoda Bandara schemes ended up with a loss ta the 70,
The deduction of § percént BTT is another reason for the FO loosing on contracts The I

vepresentatives suggested that this should be stopped as the government has already exempted th

cooperatives from this tax.

th

. Construction supervision by FO s

Agothier yportant aspect in the NIRP i the SAR (v the responsibility goven to the FOS to supzrvis
the construction program. The purposce is to got the farmors mterested in what iv boing constructe
This is a logical conclusion to the consultation process,
rehabihation projects js that the benefictarics are kept in the dark and that construction ts oniy

conlract between the aseney ¢ wome this, the Proteet has fwo wm-buy
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alteratives. One is to give the contract to the FO itself and the other is to get the FO to appoint a sub
committee to supervise the work done by the contractors. This aspect of supervision in the project
activities 15 one of the weakest, as implementation is extremely difficult due to a number of reasons.
The FO representatives gave their views as follows. The normal accepted system to date i the
construction arcna, is for the Technical stafl to take over this responsibility of supervising the contract,

now that the FO S has also been told to supervise is a thing which the technical staff has always

resisted Giving this aunthority to FO S needs an attitndinal change by Agency stafl. Under the project
the FO S are expected to report any defects to the very same technical officer who 1s m charge of the

work The officer will not like such complaints as it would reflect his inefliciency and bring disrepuie

to him i the face of his superior officers.

There is also the general impression by a majority of officials that contracts are technical matters and
that the farmers are ignorant about these technmical matters and therefore thev are incapable of
performing the task of supervision. It is to overcome thiz problem that the preject hag included a
training moduie on Construction both for the farmer representatives and tarmers.  ‘The FO
representarves were of the opinion il this raining program does not keep pace wiih the construciion
program, secondly the training 1s very general which i1s hardly adsquats for this purpose of supsrvision

and 1t bas htde relevance to the actual contract.  Another aspect which most FG oreprosontatives
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¢xcept those done by the DAS is written in English and this makes it difficult for the FO

representafives to understand.

It has been found that the farmers and the FO resort to their traditional method of sending petitions
if they want to point out any defoct in work done by the private contractors. This was told by the
representaftve from Buttala, He said that the petitions sent to higher authorities brought better results

than making complaints to the officers in charge of contracts.

The representative from Matara told how an 10 who went to the agency oftice to find ont details of
a contract was asked to leave the office and he was even reported for not following the correct
procedure of going through the hiearachical system on these matters. He went on to say that unless
thers s an attitudinal change by all officials. this transfer of supervision authority to FG will never

work

The representative from Panugaia pointed owt that the FO S need authority to supervise and report
contracts. He said if this 1s to be done they must either be given such authority in writing by (he

..... -

Project Director of on the contrary this matter must be tncluded as a clause n the contract docunient,
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i glove with the private contractors and therefore there is no purpose 1 pombng out any defects to

the notice of the such Officers.



The represemtatives from a Kandy FO said that because the IO questioned the technicai officers at a

meeting about some construction defects, the Agency staff has even refused to attend {0 meetings

1

¢ 10 progress meetings held at Agrarian Office Kandy is not attended by

y
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tiereafier. Tliey said

the Provincial Engineers.

However all the FO reps told that they still continug to appoint a sub committee but the working of
the committee depend on the strength of the FO and their relationship with the Construction Agency.

The members of the Committee are of the opinion that farmers authorized to do this supervision do
so only as time permuts. They do not follow any specific time schedule as they have so muich of other

work and cannot spend all their time at the work site.

The FR from Wennoruwa said that the private contractors do not recognize this supervising committes
atall. They do not keep the Committee mnformed as to when construction items like concrsting takes
place, as a result they find 1t difficult 1o supervise the work done. However sometime later the farmers
complain that the work was not done according 1o the specifications, then it is too lare even 1o make
a complaint. One of the most common aliegaiion is thal the contractor uses Targe size metal insteud
afthe stiputated 1/2 in metal to do concieting ete. But it is not possible to prove this oncs the job 18
done. The FO S themselves arc unable to prove the alloeation which is offien made 1o thom throush

another farmer. They are thus unable to take the full responsibility and make a complamt o the

Sy



The construction supervision is further ageravated due 1o the lack of Works Supeivisors, (which has
= f .

afready been discussed).

Some FR s however gpoke well about the role of Technical staff. They said that the FO S get the

3l bn ot v onia gt s van frersan thhivenn ia] der cadrral dnat o ~ TA C fal- ~eat PYSER P o ~ :
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.

done well and they are always personally present when conoreting takes place. The FO representatrves

contractor. If this is done much of the allegation made could be overcome and a good job of work

C‘

copld he assoured,

Summary of issues raised at the forum

Component I - larmer Oreanization Fongation and Preparation

Tosues Suggested remedies
] Teced Jorinereased awarenesy amung famiers Improved comnunication  with the
aii preject objectives and activitivs farmers on project objectives ad
activities
! Seme [0 boundartes are tot smted for Neadto re-demarcate boundaries more
participatory and O&NM acuvities vz administrative convenient to the {ammers or axtablish
and hydrofogical boundaries) new FO g
e Profays i registration of O« DAS should be more prompt m
registering FO «
i In some schemes, [Os are not avarlable Early action should be taken to recrur
b arganine Oy and fill vacancios
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07.

Need to increase representation of
vouth and women i FO s

Need for greater agency support
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Comaponent 2 - Farmer Participation mn Planmng
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included in the rehabihitation plans in some schemes

Insufiicient consuitation at eariy stages with farmers

Essennal work items were dropped {rom estimates

i

due (o Hmitation in pro-rata rate

Dlesign and estimate take too tong
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avorded once the scheme s identified for
sahahilitarian
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IO s should be appomted trom the begmning of
rehabilitation as this would help FO =

Component 3 - Farmer Contribution of 10 percent

issues

Votad cost estimate of rehabibiation 1s ofien noi
made available to 77O, This creates problem n

S pmaan et oo L T T L PP Wb PP
COTIILRLEL }U PEieeiit GOt oL

[

s

1

tdontifivation and ostimation of the T8 pereont

contrsbutivu 1s offen delaved

Contractors delavs fead 1o defavs by KO

1O s should help improve this situation including
ammending FO constitution, if needed

Agencies shonld abe more responsive to FO
needs
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requests. Whereever these cannot be
entertainad , agency should provide clear

gxplanation to FO s

s

Agency should invoive farmers from the
very early stage of rehabilitation

PD should have the decreation in dealing
wilh special vases

Agencies should shogten the process

Project managenment should take
appropriate action

Suggesied remedies

Agencies shoold make extimaies
trangparent
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should {

expedite the process
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Component 4

i

Lack of co opel ation by FO members in
contributing 1(

Lack of legal support to deal with defanliers

- Contracts by FO
Issues

[stimates are low, thus making it difficuit for
FO s to undertake contracts

Long delays in award of contracts lea
markst prices of materiais to escalate

Shortage of construction materials
including Cement

Contract estumates are in Enghish which is difficolt

T

1o underiand D\ O members
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obilization adyance is ¢ Given to )

al Ihe decreetion of TF

2Uv Consuttion

supplicd by the agoney.

matenais are
Vi pereent of the total
cost jeretained as deparuneritai charses
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Shortage of work \‘upcrvisurs at sites s adversely
effeeting the work progross
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More raining/awareness 1s needed
FO members

Legal anthority is needed for FO

Suggested remedies

Agencies should take suitable step
solve this

Agencies should act promptly tn
warding contracts to FOs

Agenciey van help in procunient

Agencies should provide a transla

i1 Stnirada/ T where appliicabls

1

Projedl imanageiichi shoiid imarke
arangements so that cack FO can ob
mmmizauon advance

Project management should waive

requiremeannt

This matter should be taken with num
10 exempl mir\‘ chargs from Fi g

Project muanagement may
appropriate action 1o redress
STURII

A' SIS TS avoid Biie e o R v Je

Hl paymen



Component 5 - ("onstruction supervigion
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06,

Tssues
Lack of cooperation by some technical staft’
on complaints made
Lack of construction knowledge of FO
representatives

Contract details are not divulged to FO

No au‘.hori'.v has been givento FO s in
supervising tiie contracts mlpwan

by private contractors

Getting farmers 1o serve on work supervision
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ety

e

—
-
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commiiteey 1y diflic I¥ 15 an honorary
1ob and farmers cannot devote full time

toir this puipose
puiy

Supcrvision vomimittees find it difficult to
.\.Jp:.';m:\: the contract work becwutc pnv:ue
contractors avid providing work schedules

Suggested remedies
Agency should discuss with FO about
their complaints. Agency officers should

be more responsive to the FO needs

Training must be more contract specific
then general

Agencies must discuss these details with

=l thal the Pron

..... 1ot

ey

- I

managemeni shouid compensaie i .
i We think that thix i a responsibility of

the FO)

Ageneics to ensurc that such schedules
are provided to the FO



ANNEX1: Program

WORKSHOP ON "FARMER PARTICIPATION IN REHABILITATION OF NIRP
SCHEMES : FARMER PERSPECTIVE"

Pate : Saturday. February 25, 1995,

Venue: Iivigation Traming Instiute, Galgamuwa

Program

Tnangural Session

Chairpersan: Mr. BALY Samarazekara, Deputy Director, TRMTU

8.30 - 930 am - Registration and Lightning of the Ol Lamp

- Welcome address by Mr. H M. Jayathilaka, Deputy Director, SLITT
Oialeannmwa

- Imroduction te the workshop  Mr. B.M.S. Samarasekara

Mr, W I T Upasena

RIS NIV T Tea Break

Fo.aa -1 am i

A s

17200 neaon

i

-2

4o
P

Rapporteur : Mr. P.B. Aluwihare, JRMU
MR U TR Sroceptation of eroup [ Farmers from Bandarawela & Kandy £

Fapportewr : Mr. 5. ALK B Nandarathna, IRMU

P Rhipom Suggestiony from farmers
Concluding remarks by Charperson

Tapperer S A e W T Upasenas TRM U

E N Poaneh



Afternoon Session

Chairperson & TFacilitator : Dr. C.M. Wijayaramna, Head/ TIMI-SLEC

1.30 - 2.30 po Presentation of group HI (Farmers from Monaragala & Kurunegala
DD anuca)
Rapporteur : Mr. S MK B. Nandaratna. TRM U

2.30 - 330 p.m. Pre

Rd porhm Mr. P.B. Alewihare, TRMTY

230415 pom. Suggestions from tarmers
Concluding 2 '.1arL'<* l" Chairperson
Rapporteur - My, W L J. Upasena, IRMT!
4.13 pm, YVore of thanks by Mr. B.M.S. Samarasekara. Deputy Director, IR
4.30 pan - Closure
ANNEX I ¢ List of participants

IR & P I S
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Group |

M RUKL Pivadasa,

] Hoambamn Flambomain
2. Mr. 11 K.Gunapaia, Hambanioa Hambantota
3. M S.M Sudubanda, Tonaracals Monar

4 M d ' A onnrng_zni;‘: Wallav vy
Group 2

S Me H.M Javaseikara Baindarawela Badulls

0. Mr. S.AR. Appubamy. Dandarawela Badulia
Ty, Craming SWimaharama. [NGHITS Fonihs

A M KD Wimalusena Foandy Fooindy
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ALotvll AN IYL O TN e buded. \t“ \. \ J\(Ul‘.l‘\

10 Mr. KLML Kinbanda Kandy Matale
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{Group >

1. Mr. H.D.R. Wegantale, Kurunegala Hirivala

12. Mr. W.M Jayasingha, Kwunegala Hirivala

13. Mr. T.M. Dharmasena, Anuradhapura Anuradhapura
14, Mr. K. Sudharmasena, Anuradhapura Anuradhapura
Group 4

15. Mr. LD. Premadasa Galle Ambalangoda
16 Me DY, Indrasin Galle Matara

17. My, Midton G anng Colombo Gampaha

18 My LAL lavasooriva, Colombe Gampaha

{9 Mr. M. A C x 'l Ranasingha, Colombo Ramapura
Officiais

i. Mr B.M.S. Samarasekara, Deputy Director, IRMU

2. Mr. HM. lavathilaka, Deputy Director, \LITL Galgamuwa.

3. Dr. K. Azharui Haq, Technicali Advisor, IRMU

4. Dr. CM. Witavaraina, Head/ IIMI-SLFO : Chairperson & Facilitalor
S0 Mr LKL Weerawardapa, Consuftant, NIRP: Chawrperson & Factlitator
5 Mr. W I 1 Upasena, IRMUIIMIT : Workshop Coordinator/Rapporteus
7. Mr, S50 M. KL P Nandarathna, IRMU/IMTI: Rapporteur

£ Mr P.B. Alnwihace, IRMU/MIMI: Rapporteur

9o My 8. 8. L. Weerasighe. [E/NIRP

19 Mo Mo Balakumar, {E/NIRP
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