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Irrigation management with a higher degree of people’ s participation has received much attention in
the last decade in Sri Lanka.

A Participatory Approach to Building Policy Consensus:
The Relevance of the Irrigation Management
Policy Support Activity of Sri Lanka for other Countries

by Douglas J. Merrey, N.G.R. de Silva, and R. Sakthivadivel'

Sri Lanka has been experimenting called for substantial devolution of recommend suitable policies and
for several decades with alternative ap- authority and responsibility for system strategy guidelines, and through a
proaches to encouraging a higher management to farmer organizations, process of consultation with people at
degree of people’s participation in supported by the State agencies. How- all levels, from the farmers’ fields to
rural development. More recently, ever, at this stage, it was not clear the policymakers’ offices in Colombo,
both the government and nongovern- how this policy could be operational- to achieve a clear consensus on what
ment organizations have implemented ized and effectively implemented. should be done over the next decade
a number of pilot activities for enhanc- and beyond.
ing farmer participation in irrigation o .
management. During the 1980s, the To addres_s th_xs 1ssue, a unique pro- ‘ '
government actively encouraged such gram, the Imgatlon‘ Management Th_e purpose of th'1s paper is to.
experimentation, and began incor- qucy Support Activity (IMPSA) was describe to a r}on-Srl Lankan audlenee
porating the lessons learned into m_mated by the governmen.t in 1990, “_/hat IMPSA 1s,.what were the condi-
government policy. In late 1988, the with the support of ?he United States tions that led to its establishment, how
government formally adopted a “par- Agency for Intematlonal' Develep- the process works, and Yvhat the
ticipatory management policy” for ment (US AID). IMPSA is carrying emerging re.commel?datlons are,
irrigation system management, which out a systematic plz_mx}mg process to Baseq on this overview, the paper

assess recent experierices and to identifies lessons that may be ap-

1 Former Head of IIMI’s Sri Lanka Field Operations (SLFO), and presently a Member of IIMI’s Performance Task Force; Director, Irrigation Management
Policy Support Activity Secretariat; and Senior Irrigation Management Specialist, SLFO; respectively.
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plicable to other sectors and especial-
ly to other countries’ irrigated
agricultural sector. The paper is based
on the premise that although the
details of IMPSA are specific to the
Sri Lankan context, the broad ap-
proach, suitably modified to fit other
contexts, is very relevant to other
countries addressing similar issues in
irrigation management policy.

Irrigation in Sri Lanka

The irrigated area of Sri Lanka has
more than doubled since Inde-
pendence, covering over 550,000
hectares (ha) of land. About 65 per-
cent of this area is under “major”
irrigation schemes, defined as those ir-
rigating more than 80 ha. This heavy
investment in irrigation has enabled
Sri Lanka to reduce its rice imports
from 60 percent of its annual require-
ment in 1948 to about 10-15 percent
today, despite an annual population
growth rate of 2.2 percent. Since the
early 1980s, as the Accelerated
Mahaweli Development Program has
been completed, irrigation invest-
ments in Sri Lanka have shifted from
new construction to rehabilitation and
modernization of existing systems. Re-
search has shown that while the
economic returns to new construction
have declined, the returns to rehabilita-
tion projects, particularly those
accompanied by management im-
provements, are often quite dramatic
(Aluwihare and Kikuchi 1991).

Although Sri Lanka is not one of
the “Big Powers” of Asia in terms of
irrigated area, it does have a surpris-
ingly complex governmental
institutional landscape. One is
tempted to say that it has more “irriga-
tion institutions per ha” than most
countries (Merrey 1991). The Irriga-
tion Department is the oldest
irrigation management agency, con-
sisting almost entirely of civil
engineers, which has been responsible
for all major irrigation systems out-
side the Mahaweli systems until
recent devolution of some systems to
Provincial Councils. The Mahaweli
Authority of Sri Lanka is a multi-pur-
pose organization with special powers
delegated by Parliament, to develop

R

and manage the Mahaweli River
Basin including systems that benefit
from its waters outside the basin; it
also manages a major non-Mahaweli
system in southern Sti Lanka. These
two agencies are under the Ministry
of Lands, Irrigation and Mahaweli
Development.

Within the Ministry of Agricultural
Development and Research, the
Department of Agrarian Services has
been responsible for “minor” irriga-
tion, defined as those systems with 80
ha or less of command; it now shares
this responsibility with the Provincial
Councils. The role of the Provincial
Councils is still evolving, which fur-
ther adds to the confusion.
Groundwater development is under
yet another board. This proliferation
and confusion of agencies is a serious
impediment to developing and im-
plementing consistent irrigation
policies in Sri Lanka.

Decade of Experimentation

In the late 1970s, several experi-
ments with farmer participation in
irrigation system improvement and
management were initiated by both
government and nongovernment or-
ganizations which led to perceptible -
improvements in system performance.
These efforts were soon integrated,
conceptually at least, with govern-
ment efforts to develop a new system

of integrated project management
with active farmer participation in a
few selected major irrigation schemes
in the country.

In 1984, a more comprehensive
program, the Integrated Management
of Major Irrigation Schemes
(INMAS), was launched to promote
improved irrigation system operation
and maintenance (O&M), better co-
ordination of inputs, and increased
farmer participation. To implement
this program, the Irrigation Manage-
ment Division (IMD) was created
within the Irrigation Ministry. IMD
works in parallel with the Irrigation
Department, and is located in the
Department’s building. The organiza-
tional arrangement under INMAS was
progressively extended to cover about
44 major irrigation schemes including
several important donor-funded
rehabilitation projects (for which IMD
is the implementing agency); this pro-
gram has been used as a mechanism
for experimenting and learning les-
sons from the field. It took only a few
years for what began as isolated ex-
periments to become an official “let
100 flowers bloom” policy
(Abeywickrema 1986).

How has this “revolution” in think-
ing occurred? Although it is not
possible to review the past decade in
detail in this paper, a few key experi-
ments can be highlighted here. One

Irrigation plays an increasingly important role in agricultural development.
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very important strand of experiments
is purely indigenous. Two examples
that could be cited in this regard are
the *Kimbulwana case” and the “Mini-
pe case.” In Kimbulwana scheme, a
dedicated technical officer of the Ir-
rigation Department decided that
without farmer involvement, a donor-
funded rehabilitation project was not
likely to have a lasting impact. He
therefore motivated the farmers to
form committees and get involved in
the improvement of the system, and
its subsequent operation and main-
tenance. He was successful in
assisting farmers to improve the equi-
ty, efficiency and reliability of water
deliveries, and thus imptove cropping
intensity and yields. Perhaps more im-
portant, he assisted farmers to set up a
management system in which farmers
continue to take the primary respon-
sibility for system operation, and are
maintaining the entire system includ-
ing the main system (Gunadasa 1989).

In Minipe scheme, one of the co-
authors of this paper (then Deputy
Director of Irrigation for Kandy
Range) implemented a committee sys-
tem for improving the maintenance
and performance, beginning in the late
1970s (de Silva 1984). This experi-
ment has been a specific source of a
number of the management principles
- now used in the INMAS program,
though at the time, as was the case in
Kimbulwana, the experiment received
little official support. During the
1980s, a nongovernment organization
built on the Minipe experience
through the implementation of several
more pilot projects emphasizing in-
stitution building so farmers could
take substantial management respon-
sibility.

Another strand of experiments ex-
emplifies co-operation between local
and international specialists, with as-
sistance from an external donor
(USAID). Begun officially in 1979,
the Gal Oya Water Management
Project has had a tremendous impact

not only in Sri Lanka but beyond. The
original concept of this project was
focused on rehabilitating part of the
then-largest irrigation scheme in the
country, the Gal Oya Left Bank Sys-
temn, but the package included a large
training component, technical assis-
tance, research, and experiments with
farmer organizations. Over time, this
project evolved from a primarily con-
struction-oriented effort, to one
focused more seriously on institution-
building. Among other lessons
learned from this project, came a
tested methodology for assisting
farmers to organize effectively using
“institutional organizers” (I0s) as
catalysts of the process; a methodol-

ogy for implementing rehabilitation of -

the physical system in a cost-effective
and participatory manner (called
“pragmatic rehabilitation”); and an or-
ganization design for joint
management of irrigation schemes
(Merrey and Murray-Rust 1987).
These important lessons emerged be-
cause an explicit “learning process”
methodology underlay all of the in-
stitutional and strategic
experimentation.

The organizational design that
emerged, further modified based on
other experiences as well, is now
generally accepted and is being imple-
mented under the INMAS program. It
consists of an informal “primary
group” at field-channel? level as the
foundation. This group chooses one
member to represent its interests on a
distributary canal organization, a for-
mal farmer organization.
Representatives from the distributary
groups, in turn, are members of a
project management committee. This
is a joint committee of farmer repre-
sentatives and officials, on which
farmers are expected to be in the
majority.

A more recent project funded by
the same donor tias been building on
previous experience in the four major
schemes in Polonnaruwa District. The

Irrigation Systems Management
Project has the objective of estab-
lishing a management system on these
schemes which could operate them on
a “sustained renewal” basis. Use of
IOs to form farmer organizations, and
pragmatic rchabilitation with much of
the work carried out by distributary or-
ganizations under contracts are key
components. This project has also in-
troduced the concept of a project-level
farmer organization, parallel to the
project management committee and is
currently testing procedures for turn-
ing over complete O&M
responsibility to farmer organizations.

While these developments were
taking place, it was realized that there
were a number of important areas
where further work was needed to in-
terpret experience, choose among
alternative approaches, establish or
legitimize institutional arrangements,
indicate future directions, and over-
come bottlenecks and constraints to
moving to the next stages. Examples
of the problems that needed attention
include cost-effective methods to or-
ganize farmer organizations, criteria
for the turnover of irrigation systems
to farmer organizations, strategies and
procedures for strengthening farmer
organizations, institutional arrange-
ments for decision-making and
effective operation and maintenance
of systems, criteria for planning the
rehabilitation and modernization of
schemes, equitable and workable ar-
rangements for joint financing of
0O&M, and building the capacity of
the implementing agencies to work
with the new farmer organizations.

The initial idea of obtaining offi-
cial government sanction and policy

. directives for the developments that

were already taking place and that
were to come in the future, originated
in the IIMI-Sri Lanka Consultative
Committee.> Following from the
recommendations of a national
workshop co-sponsored by IIMI on
“Participatory Management in Sri

In Sri Lanka, a field channel is the lowest level of canal, taking water to the fields of farmers; in modern systems it is a one cusec (28.3 liters per second) canal
irrigating 8-15 one-hectare allotments, Distributaries are canals feeding a number of field canals.

This committee is a formal one which provides overall guidance to IIMI’s program in Sri Lanka, and communicates the important findings and insights back

1o policymakers.
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Lanka’s Irrigation Schemes” held in
May 1986 (IIMI 1986), the Consult-
ative Committee arranged a special
meeting of the secretaries of the mini-
stries in charge of Irrigation and
Agriculture and other key senior offi-
cials to discuss the steps that should
be taken to obtain the government’s
approval at the highest level for the
participatory irrigation management
system being developed in various
projects. As a consequence of that
meeting, a Cabinet Paper containing
the broad policy framework for the in-
troduction of participatory irrigation
management was prepared. This docu-
ment was jointly submitted to the
Cabinet by the two ministers in
charge of Irrigation and Agriculture,
and was approved by the Cabinet in
December 1988.

The new participatory irrigation
management policy outlined in the
Cabinet Paper was only a skeletal
framework establishing the main fea-
tures of a joint system of irrigation
management in which farmer or-
ganizations would be responsible for
operation and maintenance at the dis-
tributary-and tertiary-canal levels and
the government would maintain and
manage the headworks and the main
system. Though setting a clear and
broad direction, the policy statement
left many important issues related to
implementation unresolved. Some of
these issues were highlighted more
recently at a national workshop on
“Resource Mobilization for Irrigation
Management” held in early 1990
(IIMI 1990).

In November 1988, when the
government was considering the final
draft of the Cabinet Paper on Par-
ticipatory Irrigation Management
Policy, the government and USAID
agreed to undertake a joint assessment
of the need for a policy planning pro-
gram to investigate the numerous
issues that are likely to constrain the
implementation of the proposed
policy.

A year later, the government ap-
proved the Irrigation Management
Policy Support Activity IMPSA), to
be implemented by the Ministry of

A farmer organization rehabilitates a distributary canal.

Lands, Irrigation and Mahaweli
Development, with the assistance of
USAID. Under the agreement,
USAID’s support was to be provided
through the Irrigation Support Project
for Asia and the Near East (ISPAN),
in collaboration with the Sri Lanka
Field Operations office of IIMI. Ac-
tual implementation of IMPSA began
in June 1990, and is scheduled to be
completed in June 1992,

IMPSA: A Participatory
Approach to Building Policy
Consensus

As mentioned above, IMPSA was
designed to carry out a systematic and
analytical planning process to assess
recent experiences and formulate and
evaluate alternative policies and
guidelines for implementation of the
new irrigation management policy.
The resulting expanded policy
framework will consist of policies,
principles, guidelines and criteria, and
institutional, administrative, and legal
arrangements to govern and guide
decisions concerning programming,
project design and implenientation, al-
location of resources, operation of
systems, maintenance, and capital in-
vestment in water resources
management and irrigation. The social
and economic context of the
government’s strategy and objectives
in the irrigation sector has been chang-

ing and will continue to be trans-
formed in the future. The policy
framework would also be similarly’
dynamic and evolutionary. Hence,
IMPSA was also to focus on develop-
ing a continuing policy planning
capability in the government’s irriga-
tion sector.

It is expected that the outcome of
IMPSA will be improved implementa-
tion of on-going projects, new
projects and programs consistent with
the participatory management policy
which is at the core of the
government’s strategy in the irrigation
sector, and also publicsector organiza-
tional and staff improvements and
changes to enable them to perform
more effectively within the
framework of the new irrigation
management systems that will be es-
tablished.

It is also important to note that
IMPSA is not an activity in which a
group of people prepare policy docu-
ments in isolation and present them to
the government; it is not a “turnkey”
operation, and it makes only minimal
use of foreign expertise. IMPSA is a
broadly participatory activity, involv-
ing a wide range of Sri Lankan
specialists, irrigation managers, and
farmer representatives with a high
value placed on achieving a broad con-
sensus on future directions.
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Irrigation Management Policy
Advisory Committee IMPAC)

Under the IMPS A Project, the
government has set up an inter-mini-
sterial Irrigation Management Policy
Advisory Committee (IMPAC) to pro-
vide broad guidance for the
implementation of IMPSA and to pro-
vide a mechanism to achieve
consensus among the divisions and
departments of the concerned mini-
stries on the recommendations to be
adopted and implemented by the
government. This committee, compris-
ing about twenty members, is chaired
by the Secretary of the Ministry of
Lands, Irrigation and Mahaweli
Development, and includes the
Secretary of the Ministry of Agricul-
tural Development and Research and
all the heads of departments and agen-
cies under the two ministries, as well
as representatives from the Policy and
Finance Ministries. ’

While IMPSA is designed to
promote the involvement of a broad
spectrum of public and private sector
organizations in determining future ir-
rigation management policy in Sri
Lanka, IMPAC plays a critical role in
the policy planning process by provid-
ing the essential forum for achieving
consensus among the concerned agen-
cies on policies and implementation
measures to be recommended to the
Cabinet. Once IMPAC approves a par-
ticular policy, IMPSA publishes a
policy paper describing the proposed
new policy, while the concerned mini-
stries prepare policy papers for the
government,

IMPAC Working Group

In order to manage the numerous
studies and activities, IMPAC has es-
tablished a Working Group to manage
the preparation of policy papers. The
Working Group, which also consists
of about twenty members, comprises
some of the members of IMPAC and
appointed nominees of the others. Its
activities include:

* Reviewing and approving the
IMPSA workplan, schedules, working
papers and study outlines.

* Providing detailed reviews of
the findings and recommendations
presented in the Secretariat working
papers and directing the preparation
of draft policy papers by the
Secretariat for presentation to IMPAC.

IMPSA Secretariat

To facilitate the activities of the
IMPAC Working Group and to imple-
ment the project, a Secretariat has
been established with a small full-
time multi-disciplinary team of Sri
Lankan professionals. The functions
of the Secretariat are to prepare
workplans and schedules, engage
local and expatriate consultants to
carry out studies, and synthesize the
outcomes of these activities into work-
ing papers and policy papers to be
presented to the Working Group and
to IMPAC.

ISPAN, a Washington-based sup-
port project funded by USAID,
provides local and expatriate short-
term technical assistance to the
Secretariat in carrying out the re-
quired studies and activities. The
Director and other professional staff
of the IMPSA Secretariat — who are
all Sri Lankans — are employed by
ISPAN as individual consultants to
Camp Dresser McGee (CDM) Interna-
tional (the ISPAN prime contractor).
Management support and technical
backstopping, as well as office
facilities, equipment, and support staff
are provided by IIMI through a sub-
contract with ISPAN.

The Director of the IMPSA
Secretariat is responsible for manag-
ing all Secretariat operations which
include: .

* Preparing workplans and
schedules.

*  Assigning technical. manage-
ment and administrative tasks and
responsibilities to professional and ad-
ministrative support staff, and
monitoring staff performance.

* Preparing consultant terms of
reference, selecting consultants,
negotiating consultant contracts, and
monitoring consultant activities.

*  Supervising the preparation of
working and policy papers.

*  Supervising the design, or-
ganization, and implementation of
workshops and seminars.

* Performing the duties of
Secretary of the IMPAC Working
Group and making presentations of
draft policy papers to the IMPAC
Working Group and to IMPAC.

Role of IIMI

The staff of IIMI’s Sri Lanka Field
Operations (SLFO) participate direct-
ly in IMPSA, providing management
support, technical backstopping, and
technical assistance to the IMPSA
Secretariat. The relationship between
SLFO and the staff of the IMPSA
Secretariat is governed by open discus-
sion and communication, and a
collaborative approach to making
decisions affecting the implementa-
tion of the project which relies on
consensus whenever possible. In other
words, SLFO and the IMPSA
Secretariat operate as a team.

IIMI’s specific roles in IMPSA in-
clude the following:

* The Head of SLFO is a per-
manent member of IMPAC and the
IMPAC Working Group, and SLFO
staff play an active role in technical
and management discussions in the
IMPAC Working Group;

* The Head of SLFO collaborates
with the Director of ISPAN in provid-
ing management and technical support
on a continuing basis to the Director
and staff of the IMPSA Secretariat. In
particular, SLFO takes a leading role
in providing continuing technical
backstopping and support in the
preparation of workplans and
schedules, working paper study
designs and preparation of terms of
reference, selection of consultants,
review of reports, preparation of work-
ing paper summaries and synthesis of
findings and recommendations, and
preparation of policy papers.

In general, the Director and staff of
the IMPSA Secretariat are responsible
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for completing all documents and
studies, relying in most cases on local
and expatriate consultants for the

- basic work. The role of IIMI is the im-
portant one of advisor, assisting
directly whenever and to the extent
possible, particularly with organizing,
designing, scheduling, monitoring,
and reviewing activities and studies.
In addition, IIMI also has specific
responsibilities and obligations with
respect to particular working and
policy papers as mutually agreed.

policies and strategies that will enable
the realization of that vision.

IMPSA’s program includes the
preparation of 10 policy papers and
over 50 supporting staff working
papers. A policy paper is a concise
statement of the recommendations of
the Working Group. It is presented to
IMPAC at a Policy Workshop along
with a supporting presentation and the
related working papers. The staff '
working papers consist, in general, of

AnIMPSA Workshop in progress.

Activities under IMPSA

IMPSA’s activities are primarily
focused on articulating policies or
developing related guidelines and pro-
cedures to overcome constraints to
implementing the government’s par-
ticipatory irrigation policy. However,
- the choice of which issues have a high
priority and which options should be
considered is greatly affected by the
shared vision of the role and function
of irrigation in the future agricultural
system of the country and the strategy
the government selects to achieve that
vision. Hence, in the initial stages of
the project, IMPSA has attempted to
forge within IMPAC, a consensus on
a vision of the irrigation sector in the
future and the issues that will affect
the progress towards realizing that
vision, The subsequent activitics
under IMPSA have detailed the

a summary description of the back-
ground, context, and importance of
the issue being considered, a descrip-
tion, analysis and evaluation of the
range of options, and findings and
recommendations.

One of the most important inputs
to the policy formulation process in
IMPSA is the series of over 25
workshops and semtnars. The par-
ticipants at these workshops are
carefully selected to include govern-
ment officials at various levels,
representatives from research in-
stitutes, universities, and
nongovernment organizations includ-
ing the private sector. Special
workshops are also arranged for
farmer representatives from various
parts of the country. These workshops
are not only an important source of
ideas and suggestions, but also con-
tribute to thé creation of a consensus

on many issues. For most participants,
it is a unique experience to be con-
sulted on policy issues and it is this
consultation process that makes
IMPSA unique as a mechanism for
developing policy.

In addition to the workshops, for
each staff working paper a consult-
ative panel of experts and specialists
is constituted. Each panel usually has
about four to ten specialists, who par-
ticipate in three to ten meetings
during the period of several months
over which staff working papers are
prepared. The IMPSA team guides the
discussions at these panel meetings, in
order to benefit from the range of
views represented, and attempts to
achieve a consensus on key issues and
most of the draft staff working papers
are discussed in detail, often until
there is a consensus on its contents.

Substantive Recommendations
Emerging from IMPSA

As of mid-February 1992, nine of
the ten planned policy papers have
been prepared and formally approved
by IMPAC and six have been publish-
ed. Work is presently underway on
the 10th paper, which is a synthesis of
the major recommendations of
IMPSA, and the steps for implementa-
tion. The ten IMPSA policy papers
are:

PP 1: Irrigated Agriculture and Ir-
rigation Management in Sri
Lanka: Vision for the Next

Decade and Beyond.

PP 2: Institutional Framework for
Management of Irrigation Sys-
tems and Building Farmer Or-
ganizations.

PP 3: Achieving High Performance
in Irrigation Systems:
Strategies for Operation and

- Maintenance, Rehabilitation
and Modemization of Irriga-
tion Systems.

PP 4: Modernizing the Irrigated
Agricultural Sector: Transfor-
mations at the Macro-Iristitu-

tional Level.
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PP5: Achieving High Productivity
in Irrigated Agriculture: A Pro-
gram for Research and
Development for Technology
Generation and Diffusion.

PP 6: Human Resources Develop-
ment in the Irrigated Agricul-
tural Sector: Achieving the
Potential.

PP7: Sustainable and Productive
Resource Management: Macro
Policies for Land and Water
Resources.

PP§: Promoting Profitable Irrigated
" Agriculture: Trade and Fiscal
Policies Affecting Irrigated
Agriculture.,

PP9: Macro Irrigation Investment
Policy Issues.

PP 10: Achieving High Productivity
and Prosperity of Irrigation
Agriculture through Par-
ticipatory Management. (Final
title to be decided by the
IMPAC Working Group).

"The first policy paper proposes an
overall vision and a set of broad
guidelines, principles and objectives,
for the future direction of irrigated
agriculture in Sri Lanka, with an em-
phasis on irrigation management. The
next eight policy papers elaborate on
the necessary steps to achieve the
vision, and provide detailed policy
statements and strategies for im-
plementation. Guiding the whole
process is a vision of an irrigated
agricultural sector that will be
dynamic, diversified, efficient, equi-
table, productive and sustainable, and
will be characterized by strong farmer
organizations managing the key
resources, especially water.

To make this vision of a broadly
prosperous and growing irrigated
agriculture come true, IMPSA has
recommended specific, major transfor-
mations in the overall policy and the
implementing institutions, major tech-
nological innovations to be

[IMI Review

encouraged over the long-term, and
greater attention to rural development,
improvement of the overall infrastruc-
ture as well as the quality of life of the
rural poor.

IMPSA has proposed a two phase
implementation strategy. During the
first phase, roughly the decade of the
1990s, conditions for future success
will be created by implementing the
policy and institutional transforma-
tions to enable an agricultural “take
off” and achievement of immediate
gains in profitability and labor absorp-
tion using present technologies,
encouraging private investment in
micro-technologies, and supporting
applied research. The second phase,
beginning in the late 1990s, will in-
volve major investments in new
technologies to increase small farmer
productivity, based on the results of
the applied research, and will be
demand-driven and largely financed
by the profits of the sector itself.

Some of the key recommendations
emerging from the subsequent com-
pleted policy papers include:

*  Specific guidelines and
methodologies for the design of
scheme-level management systems
for both farmer-managed and jointly
managed systems, including a specific
process for turning over authority and
responsibilities to farmer organiza-
tions.

* Specific policies for financing
and implementing operation, main-
tenance and modernization of
systems, which involve progressively
increasing farmers’ roles and respon-
sibilities. '

* Specific suggestions for sig-
nificant reforms of the implementing
agencies to enable them to play their
new role of supporting and assisting
farmer organizations effectively, with
broad guidelines for implementing the
reforms.

* Mechanisms to improve plan-
ning, funding, and-co-ordination of

applied irrigation management re-
search and the dissemination of results.

* A plan for a major effort at
developing human resources in the
agencies and among farmers.

* A broad interim policy for water
resources development including the
detailed terms of reference for a long-
term study on appropriate water
resources institutions, policies, and a
master plan for future development.

* Some suggested fiscal and trade
policies that would enhance the diver-
sification and profitability of irrigated
agriculture.

* A specific investment strategy
for achieving the objectives agreed
upon under IMPSA over the next
decade.

IMPSA: The Process and
its Lessons

“Getting the Process Right”4

Throughout this article we have
emphasized the importance of the
IMPSA process itself — trying to
build consensus through maximizing
the participation of people who have
relevant experience, or who may be
responsible for future implementation
of the new policies, or who would be
directly affected by these policies. Not
only has IMPSA benefitted from these
inputs — particularly the farmers
whom we have found to be especially
forward looking — but this participa-
tion has been very important to
building a consensus on the new
policy initiatives. The phrase “consult-
ation, compromise, and consensus”
has acquired a political meaning in Sri
Lanka, but these values have guided
all our efforts.

One important impact of this
process that we have observedis a
radical transformation in attitudes and
perceptions of many key people who
were initially skeptical and only mini-
mally supportive. It took months of
discussions to achieve a consensus on

4 With apologies to Nonman Uphoff (1986) who both personally and through his book with this title has been an important influence on our thinking.




the original “vision,” but now we find
many people referring to this automat-
ically as the accepted reference point
in terms of which other proposed
changes are analyzed. Very large
changes have therefore occurred in
people’s perceptions of the role of
farmer organizations, the necessity for
reform of implementing agencies, and
the involvement of the private sector.
It is unfortunate, with hindsight; that
we did not carry out a baseline survey
which could be replicated at the end
of the two years to measure these
changes.

But it is important to note that
these benefits have come at a consider-
able cost as well. First, the whole
process is very time-consuming. The
papers can be written in a relatively
short time, but getting people’s con-
sensus and agreement, convincing
people to accept new ideas, and ac-
commodating contradictory views,
take up much of our time and that of
other participants. We are convinced
this time is worthwhile, but it must be
planned for from the beginning.

Second, in some cases, it is likely
that the policies and guidelines agreed
upon are not “optimal” in the sense of
being the ideal solution. A serious ef-
fort to reach consensus among people
with a wide variety of interests and ex-
periences necessarily involves

compromise. At some point these
must be accommodated — and some-
times the compromise is actually an
improvement over the original
proposal; but often it is necessary to
make a difficult choice between a
“consensus” view, and the best profes-
sional judgement of specialists.

We do not wish to convey the im-
pression that the “concensus” achieved
is the lowest common denominator.
The process of building concensus and
agreement has been guided and
directed by the IMPSA team, whose
members are not at all neutral. Most of
the team members, even on the IIMI
side, have had a long involvement in
research, testing and promoting
management innovations and reforms
in the irrigation sector, and have strong
views based on years of practical ex-
perience as well as research,

We have often found that the
IMPAC members as well as the
farmer representatives are more con-
sistently “radical” in their views than
others involved in the process. This
was the case for questions of em-
powerment of farmer organizations,
for example. In other cases, particular-
ly agency reforms and the roles of
private enterprise, less than optimum
solutions have sometimes been ar-
rived at in order to avoid serious
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conflict that would endanger im-
plementation at a later date.

Building on Past Experiences
and Relationships

The previous decade of pilot
projects and experiments has provided
a firm basis for IMPSA’s recommen-
dations. IMPSA could not have been
carried out effectively ten or even five
years ago, because there was not suffi-
cient experience. A broad sharing of
these experiences through written
media,workshops and consultancies
with people involved in more than
one activity, and study visits have
been of equal importance in carrying
out this work effectively. Further, in
our consultations with farmers, we
have drawn upon their rich experience
both before and after the various pilot
projects and experiments. The
demonstrably constructive perfor-
mance of farmer organizations, even
during the serious disturbances of
1988-1989 when government agen-
cies were ineffective, has also been
very important. We doubt this type of
process would be successful without
this firm foundation in experience.

Another important factor is that
many of the people involved in
IMPSA have had a continuous invol-
vement in the experimental phase for
a decade or more, and have developed
close personal and working relation-
ships. The Director of IMPSA has
been a pioneer in these efforts, and he
and the Head of SLFO (both former
and present) have known each other
for many years. The Director of IMD
was the Government Agent — top ad-
ministrative official — overseeing the
Gal Oya Project in the early 1980s.
One member of the IMPSA
Secretariat was involved in the Gal
Oya Project, while another worked as
aresearch associate with IIMI in addi-
tion to his many years experience in
the Irrigation Department. There are
other examples. A core group with a
long involvement, and with close per-
sonal relationships has been an
important factor in the smooth and
relatively rapid progress of IMPSA,
though we do not believe it is a neces-
sary condition for success.

IIMI Review




The policy changes and institution-
al transformations recommended are
evolutionary in nature, rather than a
radical replacement of existing struc-
tures and approaches. This has been a
deliberate decision: although one
could make a strong case for radical
reforms of the existing implementing
agencies, for example, we have
chosen not to do so, as this would be
inconsistent with the participatory and
consensus-building philosophy of
IMPSA, and in our view would lead
to such strong antagonisms as to en-
danger achieving success in the long
run,

This also means that implementa-

-tion of the recommendations must

also follow this same participatory ap-
proach. We have strongly
recommended that agency reforms,
for example, be implemented in a
phased manner, with a large emphasis
on getting the staff fully involved, i.e.,
making it a participatory leaming
process, with professional assistance,
and a large amount of training and
workshops to facilitate and guide the
process.

Integration of Policy,
Implementation Strategies, and
Investment Program

IMPSA has tried to avoid the
development of “idealized” policies
separately from implementation
strategies and the realities of the
government’s and donors’ investment
plans. In part, this has resulted from
the inclusion of implementors in the
IMPSA process itself, which has led
to a healthy regard for past experien-
ces of impractical policies being
enunciated, and then disappearing
from view. Thus, the policy and staff
working papers not only set out policy
objectives in terms of turnover of ir-
rigation systéms and sub systems to
farmer organizations, for example, but
also propose a specific phased
strategy for the actual institution-
building and turnover process.
IMPSA has co-sponsored a national
workshop on investment strategies
based on several different studies
which had suggested somewhat dif-

A well maintained field channel in the dry zone.

ferent approaches, and has built the
results of this workshop into a specific
paper on how the government’s invest-
ment plans can be used to achieve the
objectives emerging from IMPSA.
The IMPSA team has had a direct in-
fluence on two large donor-funded:
rehabilitation projects to ensure it is
shaped in a way that would directly
support policies that were then just
emerging from the IMPSA process.

Involvement of Politicians

An important issue that must be
faced is the role of the politicians in a
process like IMPSA. Ultimately, of
course, policy is a political decision,
and politicians must make the final
decisions. But they usually do not
have the time or sometimes the back-
ground and experience to be able to
contribute to the process from the ear-
liest stages. Further, there is a long
tradition in many countries, including
Sri Lanka, of civil servants develop-
ing and proposing policy for the
approval of the politicians.

In the case of IMPSA, the neces-
sary political patronage was obtained
by first briefing the relevant ministers
and obtaining their approval for the
IMPSA process and its objectives.
Thereafter, it is expected they would
sponsor the new policy documents
produced by IMPSA and steer them
through the Cabinet of ministers for
formal approval. It is only then that

the respective ministries will have the
necessary authority to implement
some of the major recommendations
contained in the policy papers.

It is too early to say whether we
have addressed this issue as effective-
ly as we could have. Aside from some
direct interactions early in the process,
we depended on the civil servants on
IMPAC to keep the politicians in-
formed, and assumed that they were
doing so. Recently, however, we dis-
covered this may not be the case.
Another problem has been changes in
Cabinet ministers during the IMPSA
process. At the moment a Cabinet
Paper based on the first three policy
papers is being considered by the
politicians. As the policies being
proposed are very consistent with
overall government policy, we an-
ticipated no difficulties in obtaining
concurrence and even active support.
However, differences among the offi-
cials at the two ministries has delayed
achieving final agreement on this
Cabinet Paper. Later, some legislation
will be proposed, at which time
politicians will become more involved
and at some point it will be important
to brief a wider group of politicians,
to ensure their support. It is very im-
portant to ensure that key politicians
are informed and supportive of the
process, though their direct involve-
ment may not necessarily be desirable.
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Policy Development,
Implementation and Monitoring

As noted above, IMPSA is propos-
ing policy implementation strategies
as well as overall policies. But
IMPSA has no role in the actual im-
plementation, nor does it have a role
in monitoring the implementation
process. It could be argued that
IMPS A would be more effective if it
were institutionalized as a longer-term
process, and were given a role in guid-
ing and monitoring implementation.
In this way, it could both ensure im-
plementation and learn lessons from
implementation that could be used to

further refine and improve the policies.

IMPSA is a time-bound activity
and the IMPSA team is outside of the
government, so that the present struc-
ture could not easily be used in this
way. One of the stated purposes of
IMPSA, however, is to contribute to
internalizing policy development and
monitoring capacity within the mini-
stries. Unfortunately, this directly
contradicts another political impera-
tive to reduce the size and role of the
government, and particularly of mini-
stries, Therefore, we find that the
concerned ministries have very little
internal capacity for policy develop-

“ment and monitoring. For effective
implementation of IMPSA’s
proposals in the long run, this
capability will be required, but at
present it is not clear how it will be
developed. One possible alternative
for the next few years may be to ob-
tain donor funding to continue
something like the IMPSA
Secretariat, at least until such time as
the major policy changes are well un-
derway.

Need for Broad Agricultural
Sector and Water Resources
Policies

One impediment faced by IMPSA
is that the government at the moment
has not developed and articulated its
agricultural sector policy as a context
for the irrigated agricultural sector
policy. This has led IMPSA to move
into issues that go far beyond irriga-
tion issues at times, or to make

assumptions about the likely policies,
particularly in relation to the private
sector role. Based on our experience,
we see that a clear broad agricultural
sector policy should ideally precede
the development of a more specific
policy for irrigated agriculture. The
absence of such a broad policy has led
to a few unavoidable disadvantages
for IMPSA, but it has not had too
serious an impact.

Sri Lanka has not yet developed a
water resources policy and planning
capability as, until recently, water ap-
peared to be quite abundant and
merely needed to be captured, con-
veyed and distributed. An attempt to
begin developing a water resources
policy a decade ago made little
progress precisely because the impor-
fance was not yet recognized by many
people. But today, the government has
recognized the need for re-examining
its options in terms of future water
resources development. IMPSA has
contributed to this effort by develop-
ing a policy paper on water resources,
and has also prepared the draft terms
of reference for a water resources
master planning exercise.

General Observations

We are still implementing IMPSA,
so it is too early to come to any firm
conclusions. There is a lot of interest
and excitement (and, of course, some-

times controversy) generated by the
IMPSA process, and both the donor
and the Ministry of Lands, Irrigation
and Mahaweli Development have indi-
cated great satisfaction at what has
been achieved so far.

Although it is too early to arrive at
definitive conclusions, even at this
stage we are convinced of the useful-
ness and importance of the
participatory methodology being
used. IMPSA is clearly demonstrating
the effectiveness of a consensus-build-
ing approach to policy formulation,
building on shared knowledge and les-
sons learned from a decade of
experiences in irrigation management.
Irrigated agriculture necessarily invol-
ves people, both as beneficiaries, and
as policymakers and implementors.
Hence, the most appropriate strategy
for policy formulation is a people-
based approach in which all the
interested parties participate actively.
This will ensure not only that the
resulting policies will be pragmatic
and implementable but also that there
will be a high degree of acceptance,
commitment and co-operation during
their implementation.

The participatory nature of the
IMPSA exercise has been the key ele-
ment to the success achieved so far,
Although its implementation is not an
easy or smooth process, we believe -

that investment in getting the process

IMPSA Consultative Workshop for Farmer Representatives.
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right at this stage will result in a much
smoother implementation process.
The transformations envisioned under
IMPSA are broad and wide-ranging,
and will no doubt contribute much to
achieving the new vision of a
prosperous irrigated agricultural sec-
tor in the next decade and beyond.
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Construction of a New
Building for IIMI’s Field
Operations in Pakistan
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the construction of a building
for IIMI's field operations in
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utilized to plan and design the
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IIMI Review

13



IRRIGATION SECTOR REFORMS IN NIGERIA

by Prachanda Pradhan, Irrigation Specialist and Project Leader, IIMI Country Program in Nigeria

Nigeria is a densely populated
country in West Africa, with a popula-
tion of 89 million according to the of-
ficial census although many people
estimate it to be much more. It is also
one of the largest countries in West
Africa and dominates the region in ir-
rigated agriculture.

The climatic conditions in Nigeria
range from Sudan-Savanaha in the
north to tropical in the south. The rain-
fall also varies from north to south.
The Kano State of northern Nigeria
has recorded a declining rainfall trend
over a period of time with an average
annual rainfall of 700mm.

The total irrigated area in the
Humid Tropics Zone of 11 countries!
of West Africa is very low compared
with the irrigable land. A large por-
tion of arable land depends on rain-
fed agriculture. In the Humid Tropics
Zone, about 3 percent of the arable
land is under irrigation systems while
29 percent of the potential irrigable
area has irrigation facilities. Ap-
proximately 80 percent of this area is
under traditional irrigation systems
while the rest is under modern irriga-
tion systems. It was estimated in 1991
(based on World Bank Report 1979,
FAO Reports and information ob-
tained from the Federal Ministry of
Water Resources, 1991) that Nigeria
has about 1 million ha under irrigation
which accounts for about 90 percent
of the total irrigated area coming

Nigerian farmer transporting small pump and pipe on bicycle. Small diesel pumps
are widely used for irrigating wheat crops.

under the Humid Tropics Zone. About
90 percent of the area under irrigation
in Nigeria has traditional irrigation
systems while only 10 percent has
modern irrigation systems defined as
those with large dams or diversion
weirs and headworks with water con-
trol structures. They have an elaborate
network of infrastructure to deliver
water and are managed independently
by the irrigation agency or jointly by
the irrigation agency and beneficiary

farmers.

The World Bank has projected that
rain-fed agriculture will not be ade-

FEATURES OF IRRIGATED AGRICULTURE IN NIGERIA

Total land area 98.3 million ha. —

Cultivable area 73 million ha. 74%

Crop coverage 25 million ha. 34% of cultivable area
Cereal crop coverage 13 million ha. 52% of crop area
Rice coverage 01 million ha. 08% cereal cover
Irrigated area 01 million ha. 08% cereal cover
Area under traditional irrigation 900,000 ha. 90% irrigated area
Area under modern Irrigation 100,000 ha. 10% irrigated area

Source : 1IMI Nigeria 1992.

quate to feed the people of Nigeria
after the year 2000. According to
FAO estimates, even after an imposi-
tion of a ban on food imports, Nigeria
imported 800,000 MT in 1989. Im-
ports have declined to 540,000 MT in
1991 according to the same source.
There is however, a need for irrigation
sub sector development in Nigeria to
meet short-term and long-term food re-
quirements of the country.

Large-and Small-Scale
Irrigation Systems

Nigeria has both small-scale tradi-
tional irrigation systems as well as
large-scale public sector irrigation sys-
tems. The history of the traditional ir-
rigation system dates back to the 9th
century although public sector irriga-
tion development commenced only
about two decades ago. The economic
implications of the nation’s depend-
ence on food imports led to the adop-
tion of new policies by the
Government of Nigeria, aimed at at-
taining self-sufficiency in food. Conse-
quently, substantial investment in

1 The 11 countries of the Humid Tropics Zone are Benin, Cameroon, Congo, Cote d’Ivoire, Gabon, Ghana, Guinea Bissau, Liberia, Nigeria, Sierra Leone and

Togo.
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irrigation infrastructure development
was made by the government during
the years 1970-1980. The Govern-
ment of Nigeria invested about US$ 3
billion in irrigation development over
a period of two decades, through
River Basin Development Aauthorities
(RBDAs) which are parastatal agen-
cies of the Federal Ministry of
Agriculture, Water Resources and
Rural Development (this amount does
not include the money expended on ir-
rigation development through Agricul-
tural Development Projects). Under
this program, dams and major struc-
tures of many systems have been con-
structed although the irrigation
distribution network remains to be
completed. As of 1991, the total ir-
rigated area under large-scale irriga-
tion was only 70,000 ha. However,
the area under public sector irrigation
is expected to increase considerably
by the end of 1992. The low perfor-
mance of the large-scale irrigation sys-
tems reflects a shortfall between the
achievement and the target set out in
the National Development Plan of
Nigeria.

Technologies Adopted
for Small-Scale Irrigation
Development

In the late 1980s, a new program
designed to develop small-scale,
farmer-based, privatized irrigation sys-
tems in Fadama lands for wheat and
vegetable cultivation, especially
during the dry season, was imple-
mented by the government through
the Agricultural Development
Projects (ADPs). Fadama is low land
flood plains or valley bottoms with a
high water table. The technologies
adopted for irrigation development in
these lands included water lifting
from streams or rivers with the help of
small or large pumps depending on
the size of the land to be irrigated.
Construction of ponds and wells and
small earthen dams, and installation of
washbore or shallow tubewells
(STWs), were undertaken as part of
the development program. Most of
these systems are managed by the
beneficiary farmers themselves. The
Nigerian Government’s policy
promoted small-scale irrigation for
farming of winter crops such as wheat
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and vegetables, especially in the north-
ern States of Sokoto, Kano, Katsina
and Bauchi.

Valley bottom irrigation systems
for rice cultivation are prevalent in the
central zone of the country. These ir-
rigation systems are constructed to
divert water from the valley bottom
streams to the rice fields. There are
different techniques of irrigation used
before and after the flood plain and
such systems could be found around
Bida in the Niger State. Many of these
systems are managed by the farmers

Wheat field in Fadama area, Zaria.

themselves. However, the State
Government has provided occasional
assistance for improvement of these
systems. It has been identified that
vast potential exists for improving
agricultural production in these areas
through appropriate assistance
programs for better water manage-
ment. (A-M Izac. et. al. 1991).

The potentiality of small-scale ir-
rigation development in Nigeria is

. tremendous. Over one million ha of

Fadama land can be developed for ir-
rigated agriculture. This needs to be
considered from the point of view of
initiating appropriate technology, both
efficient and economical, to the
farmers and developing a suitable in-
stitutional base at the farmer level.
The important issue to be taken into

consideration in small-scale irrigation
is the process developed by the agen- -
cies to assist farmers develop their sys-
tems.

Agencies Responsible for
Irrigation Development

There are three public sector agen-
cies responsible for irrigation in-
frastructure development in Ni geria:
the State Ministry of Agriculture and
Rural Development; Directorate of
Foods, Roads and Rural Infrastructure

(DFRRI); and River Basin Develop-
ment Authorities (RBDAS). The State

Ministry of Agriculture and Rural
Development implements irrigation in-
frastructure development programs
through the provision of credit to
small scale-farmers for construction

of boreholes, installation of STWs,
and purchase of pumps and also
through the construction of medium-
scale irrigation systems. Small-scale
(less than 50 ha) and medium-scale
(50-2000 ha) irrigation systems come
under the jurisdiction of the State Min-
istry of Agriculture. Parastatal institu-
tions such as Kano Agriculture and
Rural Development Authority
(KNARDA) were established with a
view to promoting agriculture and ir-
rigation development in the states. Al-

-though DFRRI also has a mandate for

small-scale village- based irrigation
system development it plays a more
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active role in potable water schemes.
RBDAs are responsible for the con-
struction and management of the large-
scale irrigation systems,

Water is a scarce resource in north-
ern Nigeria. Therefore, it needs to be
conserved and better utilized. Conse-
quent to the severe drought that
prevailed during the period 1972-
1974, 11 River Basin Development
Authorities were established with
responsibilities for developin gin-
frastructure for irrigation, increasing
agricultural production and undertak-
ing rural development activities in Sys-
tems with a command area of above
2,000 ha. However, the performance
of these irrigation systems under the
RBDASs, was marred due to shortfalls
in achieving their area targets, operat-
ing only at 50 percent efficiency,
wastage of water, lack of beneficiary
participation, deterioration of struc-
tures, lack of maintenance of the Sys-
tems and shortage of spare parts for
the maintenance of machinery. It is
reported that the main reason for the
poor overall performance of these Sys-
tems is a lack of funds. Although
RBDAs were initially formed with
multiple functions, at present, they are
only responsible for water-related ac-
tivities and are no longer involved in
production and agriculture-related
programs.

New Policy Thrust

The commercialization and
privatization policy adopted by the
government in 1987, as a package of

 the Structural Adjustment Program

(SAP), has made the River Basin
Development Authorities (RBDAs) to
be partially commercialized. With the
implementation of this program, the
cost of services provided by the
RBDAs is no longer subsidized but
has to be borne by the beneficiaries
themselves. Hence, the policy of com-
mercialization and privatization has
brought about institutional re-
organization in the legal system of ir-
rigation management, in the role of
users’ organizations, in water charge
collection, and in sharing of respon-
sibility jointly by the agency and the
farmers for the operation and main-
tenance of the system. The govern-

ey

Farmers busy cleaning the distributary canal at Karfi, KRIS.

ment will provide funds for the con-
struction of the infrastructure while
the completed irrigation systems have
to mobilize resources internally to
meet the recurrent costs of operation
and maintenance of the system.

IIMI-HJRBDA
Action Research Program

The Hadejia Jama’are River Basin
Development Authority (HIRBDA) is
responsible for the construction and
management of the Kano River Irriga-
tion Project (KRIP) in Kano, northern
Nigeria. The Project is being
developed in two phases. Under Phase
1, 22,000 ha of irrigation system will
be developed; of this 15,000 ha have
already been fully developed. The
second stage will concentrate on the
development of another 40,000 ha.

Agricultural production and crop
coverage in KRIP have increased over
time as a result of farmers adopting ir-
rigated agriculture as a viable alterna-
tive to rain-fed agriculture. The
system has achieved a high cropping
intensity due to the availability of ir-
rigation facilities. During the wet
season, 50 percent of the area is under
rice. Farmers also plant non-rice Crops
such as sorghum, millet, maize, cow-
pea and vegetables during this period.
KRIP has large areas under wheat
during the dry season and a smaller
area under maize and other crops.

The privatization and commer-
cialization policy adopted by the
Government of Nigeria in 1987 aims
at handing over public-sector
enterprises to private- sector manage-
ment. This has resulted in a change in
the mode of management of irrigation
systems from agency-management to
joint-management. In the latter, both
agency personnel and farmers become
partners and share the responsibility
of management and resource mobiliza-
tion. The new policy also calls for the
transfer of increased responsibilities
for operation and maintenance of ir-
rigation systems to users.

HIRBDA, in collaboration with
IIML, has undertaken action research
to support the turnover of manage-
ment of irrigation systems to their
users. This program, currently under-
way in KRIP, will be used as a model
to assist the RBDAs in establishing
agency-farmer joint- management sys-
tems in other irrigation projects,

The HIRBDA-IIMI Collaborative
Action Research Program in KRIP
focuses on four issues:

* Institutional Aspects. This
action research component is directed
at strengthening the institutional
support for irrigation management. It
addresses such issues as legal
provision for the role of the farmers,
legal basis for farmer organizations in
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relation to water management, and
procedures to form water users’
organizations.

% Changes in Mode of
Management. The transition from
agency-management to joint-
management requires a change in the
existing power structure of the

Tomato vendors in Kano.

agency. In order to help make this
transition, re-orientation programs for
the farmers and officials are being
organized to discuss ways and means
of implementing joint-management.

* Qperation and Maintenance
(O&M) Procedures. This is an
important area which needs an

analysis of the work to be done and
costs and responsibilities to be.shared.
The O&M procedure concerns farmer
organizations as well as resource
mobilization.

* Resource Mobilization.
Internal resource mobilization is a
prerequisite for better operation and
maintenance of irrigation systems.
This research component includes an
analysis of alternative sources of
resources and. the development ofa
procedure for the collection of a
higher percentage of water fees as
these are the major sources of revenue
for KRIP.

The expected outputs of the pro-
gram are a greater awareness among
irrigation managers and users regard-
ing the requirements for successful
joint-management of irrigation sys-
tems, establishment of procedures for
joint-management, recognition of
users’ organizations, and improve-
ment in the operation and main-
tenance of the system. The lessons
learned will be relevant for other sys-
tems in Nigeria.

Erhabor, P.O. 1990. Economics
of irrigation farming in Nigeria: A
case study of Kano State. In P.R.
Maurya, Et. Al (Eds.), Farmer par-
ticipation in irrigation development
and management. IAR. Zaira.

Federal Agriculture Co-ordina-
tion Unit (FACU). 1982. Small-
scale irrigation development in
Nigeria. Ibadan, Nigeria.

Federal Agriculture Co-ordina-
tion Unit (FACU). 1989. Project
proposal for Fadama development
under ADP. Federal Ministry of
Agriculture, Water Resources and
Rural Development, Nigeria.
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IN BRIEF

IIMI moved to its new headquarters
last December. A gift from the host
country, Sri Lanka, the new building
which provides the Institute with
80,000 sq. ft. of space is situated in
Battaramulla, a beautiful suburb ap-
proximately 20 minutes from the com-
mercial capital city of Colombo.

* In 1984, when IIMI was estab-
lished, the Institute was located in the
hill country, in Digana near Kandy. It

Two moves and two years later —
first to the Hotel Le Galadari Meridian
and later to Rajagiriya to what was
thought to be the Institute’s permanent
headquarters, IIMI has found a per-
manent home at long last.

IIMI MOVES TO NEW HEADQUARTERS COMPLEX

was relocated in Colombo in mid 1989.

WORKSHOPS ASSIST IN REVIEWING IIMI’S STRATEGY

Workshops to discuss and review
IIMI’s strategy were hosted by IIMI for
its clients and donors.

The current strategy of IIMI which
was published in 1989 after extensive
consultations with members of IIMI’s
Board of Governors and staff, clients
and specialists from developed and
developing countries has served the In-
stitute well.

However, in recent years, changes
within the Institute and in the environ-
ment in which it functions have neces-
sitated a rethink of the Institute’s
strategy. Significant among these chan-
ges has been IIMI becoming a member
of the Consultative Group on Interna-
tional Agricultural Research (CGIAR)
in 1990.

Other factors which have prompted a
reconsideration of the Institute’s
strategy are the internal developments
and growth of the Institute, a greater ap-
preciation of IIMI’s comparative ad-
vantage relative to other institutions
engaged in similar activities and recom-
mendations made by the External
Review Panel in 1990,

At the workshop held from 8 to 10
January 1992 in Colombo to discuss the
second draft of IIMI’s strategy, the
views of IIMI's clients and national col-
laborative partners were obtained. A
noteworthy feature of the workshop was
the relatively uniform opinions ex-
pressed by irrigation managers and
decision makers from 10 diverse
countries of Africa and Asia.

At the donor workshop held on 3
February 1992 in the Hague, Nether-
lands to review the third draft of the
strategy, the views expressed were in

 line with those expressed by the clients.

There was a spirited discussion on the
various challenges to the irrigated
agricultural sectors of developing
countries and the anticipated future
trends.

Donors then reviewed IIMI’s
proposed subject areas, activities and
work locations. Strong support was ex-
pressed for different themes, including
an emphasis on large-scale public irriga-
tion and a similar emphasis on local,
farmer-managed or informal irrigation.

Performance assessment was deemed to
be a very important topic.

IIMI’s future work was discussed in
the context of the eco-regional zones
being developed by the CGIAR. IIMI
Wwas encouraged to develop its own
criteria for global zones over the com-
ing years.

An important spin-off of the donor
workshop was establishing closer ties
with the donors. The impressive recep-
tion hosted by the Director General of
ISNAR provided an opportunity for the
donors to see for themselves how the
centers work in unison. The donors
were also able to meet some of the key
members of the Board at the workshop.

Participants from Australia, Nether-
lands, France, Italy, Germany, the USA,
the UK, India, Kuwait and Sri Lanka at-
tended the donor workshop.

The fourth and final draft of the
strategy is expected to be reviewed by
IIMI’s Board in April. It will be sub-
mitted to TAC (the Technical Advisory
Committee of the CGIAR) at the end of
the month, and discussed at a TAC meet-
ing in Rome in June.

IIMI Review



FMIS WORKSHOP
IN BANGLADESH

A South Asian regional workshop
on Groundwater Farmer-Managed Ir-
rigation Systems and Sustainable
Groundwater Management is

1992 in Dhaka, Bangladesh.

Farmer-Managed Irrigation Sys-
tems (FMIS) have been receiving an
increasing amount of attention.This
attention has been primarily focused
on small surface irrigation schemes
which are of a scale and location
where farmers can control the source
or diversion of water. However, in
the past somewhat less notice has
been paid to the phenomenon of
groundwater irrigation as a form of
FMIS. In the last few decades Third
World groundwater irrigation has
shifted (and greatly expanded) from.
predominantly one-farm dug-wells to
a preponderance of mechanical
tubewells capable of serving a num-
ber of farmers.

The objective of the workshop is
to assess south Asian experiences
with different social, institutional and
legal structures that promote sus-
tainable, productive and equitable
management of groundwater through
farmer-managed irrigation systems. It
will focus on issues of sustainability
related to the farmer-managed institu-
tional approach to groundwater irriga-
tion.

The workshop, organized jointly
by the FMIS Network program and
IIMI Bangladesh, will involve two
days of sessions in Dhaka, and a two-
day field trip to various types of
groundwater FMIS in Bangladesh.

Irrigation in Bangladesh relies
heavily on groundwater extraction.
As aresult, there are a wide variety
of institutional arrangements for the
management of tubewells. The
Government of Bangladesh is present-
ly involved in a major effort to
privatize the minor irrigation sector
(including groundwater systems) and
therefore farmer-managed systems
are likely to gain even greater
prevalence.

scheduled to be held from 18-21 May

L
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PRIVATIZATION OF IRRIGATION SCHEMES
IN SUDAN AIMED AT ACHIEVING
BETTER SYSTEM PERFORMANCE

During the last decade or so, exten-
sive efforts have been made by many
countries to draw active farmer par-
ticipation, aimed at achieving better
performance of the irrigation systems.

In line with this on-going global
change, the Government of Sudan has
recently decided to turnover some ir-
rigated schemes to the private sector
and to introduce self-management in
others. '

A technical committee appointed
by the government is working out
methods of implementing the policy.

In order to achieve the intended
results of the new management
strategy, it is essential to learn from
local as well as outside experience in
turnover/privatization of irrigation
schemes.

It is in this context that a workshop
on “Privatization.of Irrigation

Schemes in Sudan” was organized by
the Ministry of Agriculture (MOA),
the Ministry of Iirigation (MOI), the
Arab Organization for Agricultural
Development (AOAD) and IIMI
Sudan.

The main objectives of this interna-
tional workshop held on 6th and 7th
October 1991 were:

* To identify and discuss policy
options for the consideration of the
technical committee.

* To share with Sudanese policy
makers the experience of other
countries.

* To document national and
international experience in the context
of turnover/privatization of irrigation
schemes.

An Opportunity to Share Experiences and Exchange Ideas on
the Inventory of Farmer-Managed Irrigation
Systems and Management Information Systems

Performance evaluation of Farmer-
Managed Irrigation Systems (FMIS) is
possible only when a proper inventory
has been undertaken in a particular
system to establish benchmarks and to
evaluate the performance of FMIS.

Numerous papers and a vast body
of knowledge are available for the per-
formance evaluation of irrigation sys-
tems. However, prior to evaluation, an
inventory of the FMIS should be un-
dertaken.

An Asian regional workshop on the
Inventory of Farmer-Managed Irriga-
tion Systems and Management Infor-
mation Systems scheduled to be held
from 13 to 15 October 1992 in
Manila, Philippines will provide an op-
portunity for participants to share ex-
periences and exchange ideas on the
inventory of Farmer-Managed Irriga-
tion systems and Management Infor-
mation systems.

Irrigation systems in the Philip-
pines can be categorized into National
Irrigation Systems (NIS) and Com-
munal Irrigation Systems (CIS). The
NIS generally serve systems that are
over 1000 ha in extent while the CIS
service areas which are less than 1,000
ha. The National Irrigation Ad-

‘ministration (NIA) plans, designs and

constructs NIS with minimal participa-
tion from the farmers, whereas in the
case of CIS the end users are usually
involved in the design and construc-
tion phases as well.In addition to these
two systems, there are pump systems
which are owned and operated either
by NIA or by farmers.

The workshop is part of the Farmer-
Managed Irrigation System (FMIS)
Network program and is organized
jointly by IIMI and the German Foun-
dation for International Development
(DSE). : :
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Dr. Jeffrey D. Brewer joined the Sri Lanka
Field Operations (SLFO) as an Irrigation
Specialist in December 1991. He has exten-
sive experience in irrigation management and
other development issues. Dr. Brewer, a
citizen of the USA, has an M.A. and a Ph.D.
in Anthropology from the University of
California'and a B.A. in Mathematics and
Physics from Tufts University. He has lived
and worked in a number of countries includ-
ing Indonesia, Guatemala, Egypt, India and
Sri Lanka. His previous experience in Sri
Lanka included 18 months as advisor to the
Agricultural Research and Training Institute
(ARTI) for the Gal Oya Project, as well as
shorter-term consultancies. Prior to joining
1IMI, Dr. Brewer was at Louis Berger Inter-
national Inc. where he was most recently
Chief of Party and Management Specialist
fora USAID-funded agricultural develop-
ment project in Gautemala.

Dr. Ujjwal Pradhan joined the Nepal Field
Operations as an Assistant Irrigation
Specialistin January 1992, Dr. Pradhan, a
Nepali national, earned a Ph.D. in Rural
Sociology from Cornell University in 1989,
He has an M.A. from the Delhi School of
Economics and a B.A. from St. Stephen’s
College, University of Delhi. He has earlier

STAFFING

worked in the Nepal Field Operations Office
as a Research Fellow.

Ms. Kanchan Basnet joined IIMI Pakistan
on an internship this year. Ms. Basnet, a )
Nepali national, has obtained a B.Sc. from
the University of Faisalabad in Pakistan and
recently completed her M.Sc. in Irigation

- Engineering at Cornell University. At IIMI
" Pakistan, she will conduct surveys to assess

the role of women in irrigation in sample
areas, especially their role in coping with
salinity, and assist in the analysis of tubewell
operation data in conjunction with canal
operation, which was also the topic of her
M.Sc. degree. She will be pursuing a Ph.D.
at Cornell University from September 1992.

Ms. Margreet Zwarteveen joined IIMI as

an Associate Expert in March 1992 to con-
duct research on women in imrigation. Ms.
Zwarteveen, a Dutch national, has obtained
an M.Sc. in Irrigation and Soil and Water
Conservation, and in Women’s Studies from
the Agricultural University of Wageningen.
She was earlier a documentalist at the Depart-
ment of Gender Studies in Agriculture and at
the Department of Irrigation and Soil and
Water Conservation, Agricultural University
of Wageningen. She has also worked in
Cameroon for six months co-ordinating a
small-scale irrigation project for the cultiva-

tion of vegetables as an income generating ac- -
tivity for women and in Nicaragua for ten -
months where she carried out research on the
viability of cooperative-managed sprinkler i ir-
rigation systems. :

Dr-. Shigeo Yashima has been appointed to
the Performance Task Force at Headquarters.
He was formerly Head of the Research and
Planning Section of the National Research In-
stitute of Agricultural Engineering, Ministry
of Agriculture, Forestry and Fisheries, Japan.
He received a Ph.D. in Agriculture from
Kyoto Universiy and a Bachelor of Agricul-
tural Engineering from the Umvcrs1ty of
Agriculture and Technology in Tokyo Dr.
Yashima has over nine years of irrigation
management field experience in Malaysia,
where he was given an award by the State
Govenment of Kedah for his distinguished
contribution towards increasing rice produc-
tivity in the Muda Irrigation Project.

Dr.Douglas J. Merrey, formerly Head of Sri
Lanka Field Operations (SLFO) was reas-
signed to the Performance Task Force at
Headquarters in January 1992.

Dr.Chandrasekara M. Wijayaratne,
formerly Head of Philippines Field Opera-
tions was also reassigned in January 1992 to
head the Sri Lanka Field Operations.

RESEARCH PAPERS

P.B. Aluwihare and Masao Kikuchi
Irrigation Investment Trends in Sri Lanka:
New Construction and Beyond.

"Research Paper
ISBN 92-9090-137-3
October 1991. xvi+112p. BS. Softcover.

Irrigation has been the most important strategic
factor in agricultural development in Sri Lanka
and elsewhere in monsoonal Asia. Through
major efforts to develop the irrigation in-
frastructure, coupled with the spread of seed-
fertilizer technology, Sri Lanka has reached
near self-sufficiency in rice and with diminish-
ing economic potentials of new irrigation con-
struction the irrigation sector of the country

has reached a turning point. The Sri Lankan ex-

move into a “management stage  from the
“construction stage” is inevitable in the irriga-
tion sector in Asia.

COUNTRY PAPERS

Charles Nijman

Irrigation Management Processes and Con-
ditions: A Case Study of Sri Lanka’s
Walawe Irrigation Improvement Project,
Country Paper-Sri Lanka-No.8

ISBN 92-9090-134-9,

March 1992. xxx+312p. AS. Softcover.

perience revealed in this paper illustrates that a )

PUBLICATIONS

The study presented in this paper takes a
management perspective in the analysis of the
performance of a major irrigation system in Sri
Lanka under the Walawe Irrigation Improve-
ment Project. It documents the decision-
making process during project identification,
feasibility assessments, system design , and
system operation. A systematic analysis of the
interaction between system performance,
decision-making processes and their
managerial conditions has resulted in recom-
mendations for improvement and has
demonstrated the far reaching changes required
in the interaction among the donors, the
govemment and the agencies to develop com-
mitment and accountability towards irrigation
system performance. While these findings and
recommendations are derived from one case
study, they have much wider validity and ap-
plication.
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