




































I 

information about the actual costs of O&M at the system level. As Savas (1987) has noted, the real value 

of user charges is not to raise revenue, but to "reveal fully the true cost of service." (ibid. p.248). In 

Colombia, heavy emphasis is given to training farmer water association leaders. There are early signs of 

successful results in some locations (Plusquellec 1989). 

The rehabilitation and turnover of management in project schemes in the Dominican Republic have 

shown encouraging early results. It is reported that turnover of management from the public agency to 

locally empowered water users' associations has, in general: 1) reversed negative environmental 

degradation due to salinization, waterlogging and declining land productivity; 2) increased the total area 

under irrigation; and 3) improved the equity of irrigation and its benefits, regardless of size or location of 

fields within the systems (Hanrahan et al. 1990). Both the World Bank, the Inter-American Bank and 

USAID have been key donors that have assisted several Latin American countries with irrigation 

management turnover initiatives. 

A FRAMEWORK FOR COMPARATIVE ASSESSMENT OF THE TRANSITION TO SELF

MANAGEMENT 

We suggest that an assessment of irrigation turnover and self-management should consist of the following 

four components: 

Identifying basic physical and social characteristics of the resource. This concerns key physical and 

social uses of the resource which constrain the range of feasible and appropriate institutional alternatives 

for self- management. These resource characteristics relate primarily to how irrigation water is, and 

should be (according to policy) acquired, used and measured. 

Describing the relationship between management functions and institutional arrangements. This 

component enables us to analyze which types of organizations perform which management functions, and 

under what sets of rules and incentives. This will be done to help build a typology of institutional 

alternatives for full or partially self-managed irrigation. 

Assessing institutional performance. Self-managed irrigation will be assessed according to institutional 

and management performance criteria, including both management outcomes and impacts. 

Hypotheses about the transition to self-management. Criteria or working hypotheses are posed and used 

to guide analysis about essential conditions conducive to the development of effective self-managed 
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irrigation institutions. They are based on the current state of knowledge about institutional development in 

irrigation and provide a conceptual framework for explaining the emergence of turnover and self

management and the realization of positive or negative results. They will be further developed during the 

program. 

The first component enables us to define the social purposes and basic physio-technical constraints 

imposed in a given irrigation environment. The second component provides a framework for specifying 

the relationship between management functions, types of organizations, and institutional rules and 

incentives. The third component is the assessment of how well organizations are managed and what their 

impacts are, either before or after turnover to self-management. The fourth component is the analYSis of 

why some turnover processes or self-managed institutions perform well and others do not. 

Basic Physical and Social Characteristics of the Resource 

Based on the literature about collective action and natural resource management, we assume that efforts 

to develop effective and locally sustainable institutions should begin from a clear understanding about the 

physio-technical nature of the resource, its social uses, and proprietary rights related thereto (Ostrom 

1990a). Water becomes a "resource" when social purposes are attached to it. It becomes a form of 

property when social rights of access and use are attached to it (Furubotn and Pejovich 1972; Coward 

1985a). It is at the convergence of the physio-technical and human purposive characteristics of resources 

that institutions are forged (Ostrom 1990b; Coward 1985b). Hence, when we refer to the nature of the 

"resource," we refer not to physical attributes per se, but to aspects related to the resource's social uses. 

Basic institutional forms for resource management are fundamentally shaped by three characteristics 

of the resource. These are: 1) whether access to the resource can be excluded or proscribed, 2) whether 

the resource is consumed individually or jointly, and 3) whether resource use can be measured, either at 

individual or group levels. By answering the questions of exclusivity of access and singularity of 

consumption, we can deSignate whether a resource is a private good, a toll good, a common pool, or a 

collective good (Savas 1987, chap. 3). 

If a resource is consumed individually and it is possible to exclude some people (such as non-payers) 

from access to the resource, then it is considered a "private good." An example of this is water purchased 

from vendors in bottles or storage drums (). If a resource is consumed individually but it is not possible to 

exclude unauthorized access to it, it is called a common pool good. An example of this is an underground 

aquifer where there is extensive use of small, private tubewells in a setting where effective regulation is 

not feasible. 
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The level of sophistication and complexity in O&M increases with the size of the irrigation system. 

Neither agricultural corporations nor the private sector has the expertise or resources to carry out 

these functions adequately and in a cost-effective way. 

Some O&M functions like desilting requires expensive equipment and expertise to operate and 

maintain them beyond the means of any single agricultural corporation or the private sector. 

Centralization of such functions in the hands of MOl is necessary and cost-effective. 

* 	 O&M is not attractive enough for the private sector because of the initial high capital investment 

and the low return on that investment. 

Centralization of O&M in the hands of MOl is not without problems. Some of these are inadequate 

funding. the sheer size and the enormous geographic extent of the irrigation sub-sector. Also the absence 

of competition leads to complacency and. hence, inefficiency. 

PRIVATIZATION ISSlIES 

Privatization of irrigation schemes is a complex process raiSing many interesting and sometimes difficult 

issues. It is beyond the scope of this paper to discuss them all (hopefully some of these issues will be 

dealt with 

in other papers of this workshop). The paper is confined to issues directly related to irrigation. 

The irrigation schemes put forward for privatization have two things in common: they are all pump 

schemes and their water sources are the Nile and its tributaries. However, they vary considerably in their 

size. land classification. conditions and complexity of their irrigation facilities and in other infrastructure. 

These variations together with the geographic location will determine to a large extent the attractiveness 

or otherwise of a particular scheme for privatization. 

Some of the issues involved are highlighted and discussed briefly as follows: 

1 . 	 Sale ofprivatized schemes. It is most probable that the government will not be able to sell the 

schemes put forward for privatization. In this case, the government has three options to consider: 

a) to sell the remaining schemes. or b) to rehabilitate these schemes and put them for sale again, 

or more drastically c) to abandon these schemes. 
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2. 	 Ownership. It is unclear so far to whom the government is going to sell these schemes. 

Prospective buyers can be an entrepreneur, a company or a cooperative society. Irrigation 

management style, turnover process and future relationship with MOl depend largely on the 

nature of ownership. It is suggested here that the size of ownership be as follows: 

entrepreneur - less than 100 feddans 


cooperative - between 100 and 10,000 feddans 


company - more than 10,000 feddans 


3. 	 Water allocation and water rights. After privatization, it is natural to expect the new owner to 

select a cropping pattern and cropped areas which maximize his profit. This may run against 

national interest. Given the dwindling water resources in the country and the increasing demand 

for water, maximizing net return with respect to each unit of water is a national objective for better 

utilization of our water resources. Mal may exercise some control in this respect, e.g., reducing 

water allocation and/or reviewing water rights, where and when deemed necessary. A minimum 

of water rights for each scheme needs to be established and guaranteed. This issue needs 

further development and institutionalization. 

4. 	 Sustain ability. Failure in attaining and sustaining efficient performance was the key factor which 

led the government to privatize these schemes. If the private sector is to succeed where the 

public-sector has failed, the government should not, from the beginning, let the privatized 

schemes be on their own, particularly the small-scale ones. Support from the government, for a 

specified transitional period is essential. This support may take many forms such as technical 

assistance, credits and soft loans for upgrading and renovating irrigation facilities, O&M, training 

in repairing and servicing of pumps, channel construction, maintenance procedures, irrigation 

water management, etc. 

5. 	 Competition for services and resources. Privatization will increase the demand for services and 

resources. There is already an acute shortage in trained and experienced professionals, service 

personnel and technicians as well as insufficient service facilities. Mal may face difficulties in 

keeping its trained and experienced staff away from the lure of the private sector. Financial 

flexibility will enable Mal to improve its performance and to remain competitive in rendering its 

services. 
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6. 	 Turnover ofmanagement responsibilities. In pursuance of the government policy of privatization 

of some irrigation schemes, care needs to be exercised in turning over management 

responsibilities to the new owners because they may lack experience and/or may be ill-equipped 

to handle the job initially. MOl should continue providing support for O&M till such time as the 

private sector can take over in a phased-out program. Development of strategies using lessons 

and experiences derived in other countries for turning over management responsibilities to the 

private sector is quite essential. 

7. 	 Public intervention. It is most probable that some privatized schemes, in particular small to 

medium ones, will turn, at some time in the future, to MOl to assist in or take over the 

management of these systems. How will MOl respond to such a request and which criteria and 

guidelines are to be followed in such cases? Methodologies and procedures need to be 

developed to make such intervention most beneficial. 

POLICY ISSUES 

The points discussed in the preceding section just touch on a far complex process as privatization of 

irrigation schemes. This complexity stems from the variety of environmental, technical, social, economic, 

institutional and political implications of privatization. These implications result in a series of questions 

related to the appropriate policy to be used. The following policy issues are discussed in such a context 

with special emphasis, of course, on irrigation aspects. 

1. 	 The national role of Mal. As water resources are a national asset, its planning, development and 

utilization are the most important functions that the government can perform in support of irrigation 

development. Clearly, these are functions that cannot be performed by the individual irrigation 

schemes whether private or public. Therefore, the integrity of MOl in discharging its duties is of 

utmost importance. Also important is the jurisdiction of MOl over formulating and enforcing water 

regulation and management laws. (The recent Irrigation and Drainage Act approved by the 

government is a welcome step in this direction). 

2. 	 Turnover of O&M responsibilities. From MOl experience, it is extremely difficult and costly (in 

human and material resources) to centralize O&M functions for numerous small and ~cattered 

irrigation schemes. MOl experience is largely in big irrigation schemes. Given these realities, 

MOl has realized the need to tum over the management of small and medium-scale privatized 
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LIST OF ACRONYMS 

AAPP - Accelerated Agricultural Production Project 
AOI - Articles of Incorporation 
APDS - Assistance Programs Development Section 
BLDC - Basic Leadership Development Course 
BMS - Benefit Monitoring Section 
CIS - Communal Irrigation System 
CISS - Communal Irrigation Projects/Systems Section 
FlOP - Farmer Irrigators' Organization Program 
FMST - Financial Management System Training 
FSDC - Farm System Development Course 
FSCC - Final Statement of Chargeable Cost 
IA - Irrigators' Associations 
lAD - Irrigators' Assistance Division 
ICO - Irrigation Community Organizer 
ICOP - Irrigation Community Organization Program 
IDD - Institutional Development Department 
IDO - Institutional Development Officer 
IDP - Institutional Development Program 
10D - Irrigators' Organization Division 
IS - Irrigation Superintendent 
ISF - Irrigation Service Fees 
IT - Irrigation Technician 
LlPA - List of Irrigated and Planted Areas 
MC - Memorandum Circular 
MOA - Memorandum of Agreement 
NWRB - National Water Resources Board 
NIA - National Irrigation Administration 
NIS - National Irrigation Systems 
NISS - National Irrigation Projects/Systems Section 
NIP - National Irrigation Project 
O&M - Operation and Maintenance 
PACD - Presidential Assistance on Community Development 
PAP - Participatory Approach Program 
PE - Project Engineer 
PIE - Provincial Irrigation Engineer 
PIO - Provincial Irrigation Office 
PMS - Program Monitoring Section 
RIM - Regional Irrigation Manager 
RIO - Regional Irrigation Office 
SEC - Securities and Exchange Commission 
SFD - Supplementary Farm Ditch 
SMT - System Management Training 

SMW - System Management Workshop 
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CHAPTER 7 

Irrigation System Turnover: The Philippine Experience 

C.M. Wijayaratne and E.M. Pintor6 

INTRODUCTION 

Turnover of management responsibilities of irrigation systems to Irrigators' Associations (lAs) has been a 

primary policy objective of the National Irrigation Administration (NIA) of the Philippines. Instead of 

treating "turnover" in isolation or as a separate issue, NIA has always considered it as an integral 

component of the Institutional Development Program (lOP). The lOP has as its goal, the formation, 

development and sustenance of functional, cohesive and viable lAs which are highly capable of managing 

partially or fully the operation and maintenance (O&M) of irrigation systems under formal contractual 

agreements with N IA. 

Most of the Communal Irrigation Systems (CIS) covering approximately 47 percent of the total 

irrigated area in the country are managed by the farmers. While the systems vary in scope and type of 

structure, most serve less than 1,000 hectares of farmland. As a tradition, the communal systems are 

constructed and developed jointly by NIA and lAs. At the completion of this phase, the systems are turned 

over to farmers. Most of the National Irrigation Systems, on the other hand, are managed jointly by NIA 

and lAs. Upon the acquisition of a legal status, an IA can enter into a contract with NIA. Aside from this, 

the IA to prove that it is capable of managing its affairs, particularly, the system's maintenance and the 

collection of Irrigation Service Fees (IS F). There are three types of contracts governing the NIA-IA 

partnership in the management of National Irrigation Systems. Type I contract entitles the IA to undertake 

canal maintenance while Type II contract allows the IA to collect ISF and retain a portion of the collection 

according to the NIA-IA incentive schedule. Type III contract stipulates that the IA amortizes the cost of 

construction. Such type of contract can be executed based either on a partial or total turnover of 

management. NlAs' current programs and future plans are aimed at achieving full turnover or Type 11\ 

status in the majority of National Irrigation Systems. 

The objective of this paper is to describe briefly the strategies and processes adopted by NIA in 

achieving its lOP goals with special reference to the turnover of management responsibilities to lAs. The 

6 Head and Research Associate, respectively, of the Philippine Field Operations of the Intemationallrrigation Management 
Institute. This paper was prepared for the workshop on Privatization of Irrigation Schemes in Sudan, 6-7 October, 1991, Khartoum, 
Sudan. This does not contain an in-depth analysis, instead it is a brief description of the Philippine experience in 
privatizationfturnover or irrigation systems. 
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