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A~ricll1ture is the 1ll,lIor sector of Pakistan's cconollly. The !Crtile land resources or the Indus 
B;SIll Systcm coupled with the water of the River Inulis ,1Ild its trihlll<lries provided ideal 
conditions for the development of irrigated agricuilurc jn thc country. Pakistan has an cnormous 
network of irrigation canals, which link with Ihe Indus River system to irrigate ahout 42 million 
acres of land. 

The system comprises 01'3 major storage reserVOirs, 19 barrages and 15 inter-river(link) canals. 
The systcm serves 45 canal commands and delivers water to about 90,()()O villages through a 
c;II1<11 system of about 30,000 miles in totallcngth. There arc nearly 4000 distributaries providing 
water to fields through a network of about one hundred thousand watercourses. Each W<ltercOllrse 
is dcsigncd 10 carry I to 3 ellsecs of watcr to irrigate ahout 300 to 40() acres of land. It is the 
World's largest contiguous irrigation system. 

Thc land and water resources of the Indus B,lsin have the potential of increasing crop yields 
sllbstantially. At present, pCI' acre yields of \arious crops arc far less than the international 
standards despite a very favorable combination or climate, temperaturc, soi I and watcr resources. 
Tlw results of many studies indicate a considerable amount of water wastage from the irrigation 
systcm. According to one estimate, against the In Million-Acre Fcet (MAl") of water available 
ill the rivers and from the grollndwater resource, hardly 54 MAF is available ror crop 
conslImptive use rcquirements (Figurc 1). The low efficiency of the irrigation systcm nol only 
causes water shortagc especially at tail reaches, but also gives rise to irrigation-induced 
ellvlr(lI1mcntal problems such as water-logging ami salinity, whereby millions or acres of 
productivc lands become agriculturally unproductivc. 

RECENT DEVELOP!\H:~TS 

In rccent years however, there has been a growing awarencss among Pakistan policy makers and 
academics rcgarding the necessity for organizing farmers at the level of minors and 
distributaries, as well as watercourses, so that farmers will have some control over the 
distribution of water to each watercourse and farm plot. Farmer's control over water is cxpectcd 
to improve tcrtiary level water management hy way of increasing thc eon1!l'ltihility between 
water deliveries and crop water requirements throughout the cropping SC(1S011, hoth ill terms or 
quantity, as well as timeliness. 

Keeping in vicw the nccessity for sustainable irrigated agriculture, there is llOW a felt need to try 
out some pilot projects on participatory irrigation management in selected canal command <1I'cas 
ill all four provinces of Pakistan. The main aim to test the reform on pilot scale is to check its 
validity in the context oCPakistan's large canalsystelll before its replicalion 011 wider sC<l1c. 

4 Irri?,.ltion Agronomist, International Water Management Insl;1I\1[ (IWMI) Lahore, Pakistan. 
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1\1\11\ I'HOBLEI\IS OF EXISTING IRRIGATION SYSTEM 

• 	 irri gill ion syslelll in not performi ng well dlle In ponr operal iOIl aIIII Illainl cnance; 
• 	 rn:quent breaches due to wcak hanks; 
• 	 incqllilable waler distribution; 
• 	 1I11reliahic waleI' supply; 
• 	 increased cases or waler then; 
• 	 waler djspllt('s~ 

• 	 delayed justice; 
• 	 fil1anci~llll1islll(\l1agcl11ent; 

• 	 political illterlcrcllce; 
• 	 111(11(' O&M expenditure as compared to IllCOl11l'; 

• 	 poor ;lCColilltahi lity; 
• 	 lack ofllscrs participation in decision llwkll1g. 

OB.lECTI\TS OF PI [\1 

The mail1 ohjective of the institutional reforms III the irrigation sector or P;Jl..:istan is to shin Ihe 
Icsponsihi lily ,lilt! ,Hltllority for the m<llltlgel11cllt or irrigation system ;11 the SCCOI1(iai-Y and It:rtiary 
k\cl ['rOin the g~)\"Crnl11ent to non-government cntities i.c. Farmers Organi/.ations. (FOs). i\lso to 

i1m)he' lIscrs ill dec isioll making at higher 1cve I () rIhe system. 

REASONS FOR INSTlTliTIONAL REFORMS 

• 	 poor perrOnlJallce of government agency lllal1agl~d irrigation systcm~ 
• 	 the {;tilure or governments to rinance, or recover rrom farmcrs. the ((1St or irrigation 

I1wllagcmcllt; 
• 	 to reduce hurden from government and reallocate revenues 10 impn)\'c O&M; 
• 	 cnhaneed trust in the capacity or waleI' users to ptlrtieip;ltc ill management of the 

irrigation system. 

fUlm;ATION J\1ANA<;[,\IENT Tt~ANSFER: EXI'EJUEN(,E FI{OM OTlIEI{ COUNTRIES 

Irng;llioll nlan;lgclllcllt transrer has been practiced in many countrics across the world such as 
(ISA, Mcxico, Turkey, Indonesia, India, Sri I.ank<!, Ner;l] ;1I1d Colol11bi" etc. III somc or these 
(IIld other coulltries, rcfolllls have sllcccssrully ;lCeomplished while ill othcrs; IMT has (~lilcd 

completely or p;lrtially. 

RFS(!LTS FROM SUCCESSFUL IMT 

• 	 better and more cqllltabic water distributiol1 
• 	 beller reliahility ill water supplies 
• 	 improved opcration and maintenance or the system 
• 	 selrfln<lncing 

Ih:\SONS FOI{ P.·\JrllAL Sll(,CESS OR COMI'I.ETF FAIUIIH: 

• 	 half-hearted approach (lack of will) 
• 	 lack of enahling laws 
• 	 lack of suitahle stafr ror socialmobilil.atioll 
• 	 poor coordin;lIion among differcnt actors 
• 	 more ('OCtiS 011 the engineering aspects than 011 (mnation and trailling 01' Wl IAs_ 



1{\TI()~\1 F 1"01{ PI{O\IOTION OF lJSER'S p.\1{ IHII' \T10:-.i 

Ihl' t!radu:lI dc1l'ri(ll:l!ioll or irrig<ltion systcllls throllt!hou! thc world lu" l'\IHlSl'd Sl'rIPIIS 
Illstitllti()ll~d deficiencies, ;tnti resulting glH'CrllIlll'111 I:lilml' to delivcr till' SCI\ll'l'S ill Illost \v;lkr 
Il'S(lltn.:es syskll1s. In 11l0st developing countrics 1-111:111l'ial Crisis alld ill:lhillt\ 01 gm lTllllll'llt til 
dcli\t:r sl'l\iCl's 1t:IS Iwcol1lc visihle. This includes 111:Hlcqll;lte I1loli,alloil :111(1 P(lll! ;1l'C(lllll(;!ililitv 
prm'css or agcllCY stal'!, IlIgh !evel poiltic:ti illtl'rkll'llCc ;(11\1 Il'llt sl'ckill),!, ;lIld iIUdl'lI.Il;IlL' l'(ll1l'lTll 
Illi Ill'c'ds 0" IISl'IS, ()11 tlte othcr halld. without Il'ii:lhlc and cIJ!lit;lhk Sllpph (1/ \\;Iln, Ilsns :trl' 
Ilot ['cady to sltare tltl' \.'\'Cr-illcre:lsillg C(ists oj' ()plTall()11 :!IlL! \laillll'll<lIHT (( )& \! I I ill' IlptlllllS 

kit IlL'!tIIHI ,m.' either: 

I) kaye tlte system as Stich (agellcy Ill;tll:lgcd) alld he;ll thl' cnst (dl'clilllll~'. 01 sl;l~~II;lfl! 

:lgri l'lIllllf~tI product ivity. dlsast 11 lIlS 111 the 10llg Illil ),m 

2) gO\cntll1Clll improves .mel ll1il11<lgcs tlte systCll1 cnicienllv, or 
J) illvolve tlte hcncfici,lrics (t~lI-mcr~'1 fll SIt;II'C sOll1e ot'tllc Il'sp()n~t1l1illl~':; (ll()8.: \1 Itll 

SIISt;llIICd and i11lpro\'Cd "llricllitlll;lIl'lndllctinn. 

Iltl' Ilrst optiol1 is 111 practice in the country 
alld l'olllilluatioll oethat could lead to povcrty 
;\I1d tltrc'at 10 food seelll'lty in tlte country, Thc 
SL'l'(lIHI optiol1 dOl'SIl'1 seem to he cost 
l'Ili:divc :llld also it has Ilot worked ill tlte 
p:lsL lite only opl iOIl len is the involvel11ent 
01' \\akr llsers to sharc somc or the 
rcspollsihililies or opcr;lIiOIl and maintcnance 
1'01' sustailwhle ;1Ilt! l'llvironlllcntally sound 
lITigated ;lgriculture, The experience frol11 
olhl'r countrics rc\'c;tis that it worked \Vcll in 
11l;1l1Y countrics alld til,,! scellls the only \\'ay 
10 t1l1pn)\'l' the SVStClll dTieiclltly and cosl­
e {,kel ivcl y. With ('\'crv da\\ll ahollt II thOIlS,llid 

addltiollal pcrSOI1S dl'lll;lIld lill' I'(lod,
WIIFTIIEI{ I'.UdST·\NI F,\Ri\IERS CAN 1)0 TILU'! 

Thc main qucstioll posed by the policy makcrs, cxperls ,lilt! 11lL' cOllccmed gOHTIlllll'llt <Igcllcics 
stair is \\hcthel' our LtrlllerS can do that. Sil11il<lrl\' SOI1lC scgllwnts of (;IrI11CrS also \\()rrivd ;lhollt 
litcir l'(!pacit~! to handle tlte O&l\1 acti\'ities. 1100\'('H'r. P;lst C'\pcricllce or lI:;crs partil'lp;ltlPIl ill 
Warai1alldi, Watcrl'oursc improvemcnt Linder ()n-r,mn Water Man<lgcllll'llt pr()~'.ralll :llId 
j1t"(l\idillg Ilclp to till' Irrigation agency sluff in a111111;11 dcstltillg oj' lllillors :lIld (ilstrihllt;mes 
sIH)\\s l;lI'IllCrS ahility 10 take-over tilc responsibilities of irrrg,llioll system 111;IIWgl'IllClll. 

I <lsi tllrec~f'Ollr ye"r expcrienee or Farmers' Org,1Il1/:ltiollS ill P<lkistall also SllO\\' tllat t;lrll1CI'S cal1 
~:l't org<llli/cd. tlley arc willing to lake-over respollsihilities at sccolHLiry Ien'l 01' tltl' SVStClll iliHI 
tlll'\' call perrorlll wl'lI III the operation ,lIld maintenance or the system ill a c()st~elll'cli\·l' way. 
NC\L.Ttltl'lcss, tlterc arc few pre-rcquisites for ,Ill l'rtCl'ti\'l_\ sOl'jally. IL'CllllfC;J!h :llld till;ltll't:llly 
\lilhk hlrlllerS Org;lI1i/.;tlion_ 



KEY FOR SUCCESSFUL IMT 

• clearly defined water rights 
• high level support from the community/water users 
• political will 
• government support 
• enabling rules and effective implementation 
• well defined roles and responsibilities of all stakeholders 
• transparency in organizational and financial matters 
• effective accountability mechanism 
• a capable, efficient management and staff; and 
• effective support services after tum-over. 
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