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lvﬂ:STUDY ON THE INSTITUTION BUILDING PROCESS UNDER THE ISM PROJECT; SRI LANKA

' The ‘study reported here1n was’ carrled out by TEAMS under a research :
subcontract with IIMI. The study was funded by the United States Agency for
International Development (USAID) under a Cooperative Agreement between USAID
and_IIMI (Agreement Number 383- 0080-A-PG-7040~ 00). Under this Agreement, IIMI
'is responsible for managing the applied research component of the Irrigation .. -
Systems Management Project. Overall -guidance and coordination is done through
the ISM Project ‘Reésearch Advisory Comm1ttee cha1red by the D1rector of the

“*'Irr1gat1on Management D1v1s1on.,

IIMI takes this opportunity to express its appreciation to USAID for its
support, including its close involvement in guiding and evaluating the study.
IIMI also wishes to express its great appreciation to the officials of the
Irrigation Department and Irrigation Management Division, at both head office
and at project levels, and to the farmers who cooperated in the study. IIMI
also thanks TEAMS for having carried this study out under very difficult
conditions during the height of the 1989 disturbances in rural areas.

The views presented in this report are those of TEAMS alone. They do not
necessarily represent the views of IIMI, or of the agencies that have
cooperated with the study. The recommendations given in the report are
presently under consideration by the Irrigation Management Division and
Irrigation Department.

IIMI and TEAMS would welcome comments and criticisms of the findings of this
report. Since the report documents what is proving to be a very important
“success story” having important implications for future strategies for
participatory irrigation management, we do feel it is an important
contribution. .

Sincerely,
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Douglas J Merrey
Head, Sri Lanka Field Operations

Postal Address: P.O. Box 2075, Colombo, Sri Lanka.
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complete this study successfully.
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~ " Functional “Environment. c111) Catalyt;c.ﬂProcess ~of .

~fThe ‘Bregent Study “Investigates  the. process?.-a-:
" Building undéer™ ISMP . with - special - reference Farmers

Organluations The Terms of Reference (TOR) was formulated

by, the International Irrlgation Management Institute (IIMI)
o which played a key role in direeting this study in which the_'v
;**emphasis wag . oh’ qualititative “insight. rather thanl;;jﬂil
" quantitative indicators.

‘The scope of the study and the methodology of work are

briefly summarised 4in - Chapter I. - The observations  which.

emerged - from the investigation rhase of +the study are

”pzebented in the Report in terms of 3 broad areas, namely:

(1) Functioning of"'fhe"" Farmers” Organibations, T
Ingtitutional Building.

Chapter 2 of the report highlights the overall observations
on the functioning of Farmers” Organisations (FOs) after a
brief review of the evolution of F.Q0O. The chapter discusses
the real world situation relevant to the area of authority of
FOs; functioning of FOs at FC, DC, Project. and District
Level:x. ' :

Towards the tail-end of this study (ie end of 1989) there
were many changes taking place in the area of functioning of
farmers®™ organisations quite fast. Chapter 3 aims to
condense these observations while indicating the observations
pertinent to the farmers” organisations in Pilot Areas of the
ISM Project.

The observations relevant to the Functional Environment of
Farmers Organisations (FOs) are given in Chapter 4. These
observationg are presented in terms of the immediate
surroundings of FOs, inter-institutional background,
historical °* and situational changes, national policy
environment and socio-economic factors.

One of the key areas of investigation in this. study is the
catalytic pProcess which aims to develop farmers
organisations within ISMP and the important observations are
presented in Chapter 5. The presentation is in terms of the




743_'The TOR eleaxly indicated that the study needs to investigate;,

Co given in Chapter 6.. . -

th "Ridi-Bendi 'Eld S5cheme in-a way différent to “the- other
Schemes of Polonnaruwa due to ites apparent functional

superiority. The actual observatlons of this scheme are

.. The. overall conclusions emgrging from the study are presented
rin° Chapter:7: - These- conclusions:.are. presented in associationf7
with neoessaxy comments of rationalisation in order to bridge
the’ ‘gap between the observations given in the previous
chapters” conclusions which were subsequently derived.

The study revealed that the ISMP has taken a maJorb stepn

forward iR building farmers” organisations 4nitiated by the -

INMAS programme. _Although,uthe action taken and the
contributions made by the ISMP are reasonable, many areas
need further thought and action as an attempt to improve
effectiveness.

At all levels FOs are functioning more as informal groups for
discussion, complaint and representation rather than as
purposeful ' organisations with functional vigour and
institutional c¢ohesiveness for ‘action’. Although the
farmers are being “mobilised” for representation they were
found to be far away from being “organised”™ for Joint
irrigation management with State officials. It was also
found that both “thinkers and actors” were faced with
difficulties to recognise clearly the nature and scope of
Joint-management and the roles of users and officials in such
management action.

The recommendations emerging from the present study are
presented in Chapter 8. These recommendations were carefully
formulated with the view of improving the ongoing processes
of formation of farmers’ organisations, functional
environment and the catalytic process. In identifying these
institutional improvements care was taken to suggest
essential and minimum recommendations which are a combination
of structural, procedural and attitudinal changes which ISMP
may not be able to resist in its path to achieve
institutional strength while gaining usér support. ’
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. The Irrigation Systems Management Project (ISH Project)
'“f{oammenced 1986 ;8 ufollow=on' Lufrom EROES
"*Rehabilitation work with the assistance provided by the%~'*m L

- ,aUSAID The. ponect covers 4 maJor irrigation schemes in.

"JmPolonnaruwa District = ‘Parakrama Samudraya  (PSS); =
. Giritale, Minneriyaﬂand Kaudulla and also. Ridi-Bendi-Ela.

in Kurunegala District. The ISM. Project involves

repairing and upgrading the physical system and also as

integral “component, = the  formation ~ of Farmers’

L Orsania»a.ticnﬁ-:(.EOS,)- and their involvement -.in Jirrigation

‘systems management as an essential part of the
"institutional building process. The present study

investigates the institutional building process of the
ISM Project covering the 5 project areas described above
with special reference to Farmers® QOrganizations.

This work was carried out by TEAMS as a research project
prepared -.and monitored by the International Irrigation
Management Institute (IIMI).

The scope of the overall study can be summarised as
follows:

(1) To make an independent and objective assessment of
what has been done 80 far in PSS, Giritale,
Minneriya and Kaudulla in terms of institutional
building related to Farmers’ Organizations (FOs).

(i1) To evaluate the institutional strength of FOs in
Ridi-Bendi-Ela in terms of actual performance and
to identify any lessons that could be learnt from
this scheme which might be applicable in the
schemes in Polonnaruwa or else where.

(iii) To investigate whether there are ways in which the
institutional building process could be made more
effective while testing out other possible
innovations which can improve the process.

: i..Gal"OY&:":-';"'j-': S .
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1.

* “The:

' Terms of ' Reférence . (TOR) pfebéfed”’sy‘“théﬂ

above 3 objectives Dby undertaking qualitative and
quantitative research based on indepth observations '

.”rather;, than 2 quantitative i_anaiyeis.r.._.,‘iu_sin‘g;:,formalg,

"With a view to- achieving the specified study obJectivef’

-‘w1th an- orientation towards quantitative observations

. _the Soft Systems Methodology. (SSM). ' The 'methodology used.
involved 7 Tasks which can be summarised as in diagram 1 _—

" the consultants made use of a methodology of work based

on the System Approach and in particular an adaptation of

According to the Terms of Reference given by IIMI the
study involves investigating the institutional
development of PSS, Raudulla and Minneriya for a period

of 4 months and Giritale and Ridi-Bendi-Ela over a period

of 6 months. The main investigation of this study was

carried out by employing small groups of Field

_Investigators‘with close and continuous participation of

2

the team of consultants. The focus given here is to
conduct different types of in-depth observations in order
to gain “qualitative insight™ rather than “qualitative
indicators™

Information Gatherina Procegs

The need to capture 1information without distorting
reality stands out in the methodology adopted in this

study as presented in diagram 1. In order to fulfill
the tasks covering the scope of the study, the type of
information needed was mostly qualitative. The

information gathering pProcess began with Task 1
(Preliminary Analysis), where broad-based information
which can highlight different dimensions of development
of Farmer Organisations (FOs) and the relevant issues was
collected.

IIMI”
Cgpeeified that the “study ‘should “fodls ' of” achliéving ™ the
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: Report.
Task 2.

“Conducting Field “Indepth Field Analysis |
g%§$¥ahons using Field by the Consultants

Task 3 Task 4

Information Processing
and Verification [ 7777777t

Task 5

Deriving QOverall .
Conclusions & Innovations

Task
\_-,

Phase 1
Report

_Prepérétﬁén of Phase < I
Reppit

Task 7

Diagram 1 : Flow chart of the Work Plan
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" The' information'-gathering  process was. “based -on - first
Jrocollectingi-pFimarys Information-'which- can . indicate . the. ..

different dimensions relevant to the development of
Farmel Organisations (FOs) and the corresponding issues

" in order to fulfil ‘the objectives of the study At thef

:1nception of the study 1t was: recognised ‘that in order to .|
nmake objective’ observations on’ différent facets of the' -
development of. FOs: while -comprehending the pertinent ..
issues, the. process of observation and information
gathering ‘'should be based on the on-going activities of

the farmer community. For this purpose the crop-calender

- was paken as tho foundation. ,

--:The.egsence.- of .observation- angd : infoxmation -gathering - of.

this study was seen as a dynamic process which permitted
the investigatozs to analyse in- depth the issues "which
were previously identified while recognising some new

issues for subsequent analysis. Hence the information
collection process was a cyclic process as summarised in
diagram 2. This particular process embraces certain
important characteristics of a useful in-depth

investigation as it repeats until the information
gathered on a particular 1issue 1is exaustive while the
underlined issues themselves are adequately surfaced.

The primary sources of information were location based -
ie. the selected 4 schemes of Polonnaruwa, and Ridi Bendi
Ela of RKurunegala District. The information collection
process was designed in such a way that it can pick
information originated at different levels such as Field
Canal Groups, Distributory Canal Level Organisations,

Project Committees, farmer leaders, officials, etc. The
methods of collecting information were: Objective
Participant Observations, Focus Group Discussions and
Interviews. Information was collected in terms of the

different activities of the crop-calender using different
institutional 1levels while utilising a chronological
chart as presented in diagram 3.
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i\ . :

; Glritale : S A
‘Tean 1 S Tedn 2 Team 4
(1 Field Invectlgator) (1 F. 1. ) (L°F.1I0)
1Asse[ F. I.) (1 A.F.I:) (1A.i~‘.1)

" Information Flow at Specific Time Itervals
" and-when Important-Activities. take place:

(1) ‘Objective Participant Observations -

= Kanna Meetings - .- R
- Project/Sub project Neetlngq
- Farmer Group meetings & Ohher Meetings
- Vater Distribution Process - Operatlon
- Physical System -~ Maintenance
~ Farhbh works & clearence where farmers participate —(Shramadana)
~-Other activities where farmers participate
- Confli%tsyand disputes | , )
- Officials’meetings as an observer N
- Other activities/incidences

(2) Fpocus Group Discussions

- Purposively selected FOCUS GROUPS to discuss on a particular
theme - Catalysed by the F.I., Record all the proceedings.

(3) Interviewing selected personnel - selected farmers according
to the situation, F.0 representatives, Oplnlon Leaders, Officials ote

Consultants

Ooservations &
Instruftions

Y

Diagram 2 : Design of Information gethering Process
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The literature survey and the use of secondary data ™ "7~

constituted an important part of the _study and was
adopted mainly at the preliminary. investigation stage of.

_;leh study,' (i =N Task 1) Objective paxticipantf
ifObsexvations covered all the important activities such as;'
meetings at different levels operation and maintenance‘f

programmes, - etc: . where. the field investigators playedﬁ,’

-+the .role. of observers without . influeneing the activity
and recording the .important happenlngb Further
clarification on these events were followed-up whenever
necessary. - .For the Focus Group-Discuseions, .homogeneous

... BrOouPs having the capability of Bupplving information on.
a particular ‘issue ‘were identified Setting ‘and “the

environment for the Focus . Groups were carefully prepared
in order +to ascertain the active participation and
interaction among the selected groupr members. On the

other hand, both the individual and group interviews were
carried out by meeting the key personnel of ID/IMD
officials, consultants involved in ISMP implementation
work, field officers of different institutions and line
departments, farmer organisation representatives, farmers
and other informants. In these interviews, special
interest was taken to assign each interview to a
carefully selected interviewer 850 that the outcome is
productive.

In the information gathering process the consultants were
acsisted by a team of well trained Field Investigators
who were asked to observe certain activities and
interview some officials and farmer representatives. The
Field Investigators presented periodical reports based on
these activities which catalysed and prepared the ground
work for the consultants to visit the project areas and
conduct in-depth observations.

Ae mentioned earlier the emphasis given in this study is
to make insightful observations of qualitative nature as
epecified by the TOR, rather than deriving quantitative
indicators. In these terms the strategy of the
consultants was alwaye to conclude, for example, what

e e e . T —— ———— e - e e e e



could be  observed :by'vlnterViewiné"'farmerz ‘ratﬁer."

e “»'-”ff-n.tountingﬁhoW“hany:faerFSyﬁenaume&llmmintepvLemady, '
following indicators briefly summarise the nature of dats
gathgying prOCess:"

f@fﬁ%ﬁwzéE 'Q*_ji;‘ P*A total of 26 part101pant observatlun Bet
' ' ondugted in the,ﬁqhemegﬁ__Thgbe }uﬁlui

«1.
o8 UJ

10 Proaegt Cbmmittee Meetingﬁﬁﬁh
8 DCLO Committee Meetings’
4 Training sessions to I0=
4 Community / aut1v1t1eb w1th collective farmer

{

1

{

Bl ) part iL ipat ion Lo e B e AL e,
<2 Kanna -meetings: .o s s
ii. 11 "walking the canal” trips were done observing

the water distribution programme and interviewing

the farmers and farmer arganisation
representatives.

§ iii. 164 farmers were interviewsd using informal
interview techniques which included indepth
probing.

iv. All I0s were interviewed several times.
V. 5 rounds of focus group discussion sgessions were

conducted. The homogeneous groups that participated
in separate discussions were the Project Managexs
I0S and TAs.

1 vi. Quantitative data collected and analyzed using
structured queastionnaires filled by Project
Managers are :
- Present Status of DCLOs of the 5 schemes
- Details of the Filot Project Areas

1 - Breakdown of the DCLUs of each scheme

‘ In addition, secondary data available at the

s project offices and those published in the End of

| Tour Report by John Wilkine-Wells were used in the
analysis.




£ fb@gihhing*bf: .ib study_ﬁ l,terature..
:,doné ‘while hav1ng a range of interviews with dlfferent“
CofFICTals from A ‘numbér “of “indtitutions ‘pslavants tos the . .o

study area. Based on this 1n1t1al work the “problems to
be ¢nvest1gﬁted was fozmulatcd and the preparation for

“_;}nﬁdepth~invest1gatgon“wab_undgrtaggn..n_ L

-The~qevolution of .. fa:mer:,organisapionst:in“ the _5e1eqtéd_{ﬂ_w_u
- ‘projects...and. .the’ sredlity . of.< their functioning, was. . - -

observed in- depth whilé embracing the functicnal
environment and the catalytic process implemented by the
ISM Project. The information gathered was processed,

.verified -and  updated LontlHUOUblY _in LIdPI to derive
conclusions 1n the light of the ehangea Wthh were taking

7 place - in the ISMP areas.

Based on this “observing and 1learning” process, major
ssues, alternative views and possible mode of action
were conceptualised using the methodological guidelines

of the Soft S5Systems Approach. A range of preliminary
conclusions were made in the Interim Report with a
critical view in order to improve the institution

building procese. Based on this preliminary obeervations
a workshop was conducted with the initiative of IIMI
where the conasultants were able to deBate their findines
in front of an audience well represented by the agencies
involved in +the 1ISM Project. The 1investigators are
extremely pleased to observe that many positive action
have taken place after the workshop in the directions
surfaced by the Interim Report.

The observations were continued further and the final
conclusione and recommendations are presented in this
report, It is important to note that the major part of
the investigations of this study was done in 1989 when
the functional environment was extremely tensed and
inactive. The situation in the irrigation syvstems, under
purview was drastically changed in early 1990 due to the
outcome of the interim workshop of this study, national
policy emphasis on user-support and the improvement of
security situation. Eventhough the investigators have
loocked into these changes even at the cost of delaying
this report, one has to bear in mind that the major part
of the investigation was done in 1989 and hence the study
reflects the real-world situativn prevailing at that time.



feally the : of .modernisation "ﬁhiﬁﬁfi%ffi
3:”irrigated agriculture During that period :ﬁhéiﬁ;
organisational and institutional issues came to the
forefront together with an - emphasis on an economic return

““on’ the’ investments made on irrigation development andr
'kﬁland settlement schemes “y;_hﬂf_}~:.4éwuff“ e ST -

.FLessons -learnt- from - the production stage promptedf

Siiplanners and’ policy makers to turn towards optimizing the ¢

benefits from the scarce and limited resources available
for increased production. There was no gainsaying that
water was 1n fact a limited resource and therefore the

“management Of water to assure’ “gdequacy, “reliability, and
- timeliness ‘the " key consideration  -expected .  to.

complement thinking on economic and commercial
profitability. Water was therefore made the criterion of
a management development perspective for ~irrigated
agriculture with the active participation of the
beneficliaries as a prerequisite to improve performance.

FPlural approaches towards experimenting with farmer
participation greatly enriched the content of +the
conceptual outlook. The implementation of the Gal Oya

Water Management Project in 1979 catalysed an unique
hands-on approach towards the setting up of farmer
organisations which helped in a large measure to define
the objectives and strategies for farmer involvement.
The saga of Gal Oya is the modern history of 4irrigation
management in Sri Lanka because the lessons from Gal Oya
resulted in a total revision of strategies for irrigation
development,

Integrated management was seen as &a more enlightened
approach to deal with issues in irrigation development
that came to surface during the early eighties. Multi-
digciplinary approaches to diagnosing problems and
recommending golutions adopted in Sri Lanka during the
period underscored the need to formulate integrated
management strategies with a thrust on interdisciplinary
thinking among practitioners of 4irrigation management.
This Programme for Integrated Management of Major
Irrigation Systems (INMAS) as conceived in the eighties
and implemented 1in 1984 <can bYe congidered as an
institutional approach to irrigation development.



':3Management Pregramme Was: implemented by the Ministry ofﬁl'"'

Lands and Land Development (MLLD) in collaboration with
the -Irrigation Department (ID). - The four projects,

' P.5.S. Giritale, Minneriya and Kaudulla which are being_ .

-iselected as Water Management ProJects and the'

4'“?;jIrrigation Engineers in charge of these projects wereg,y~”

appointed as part- ‘time: ‘Project Managers The IProJect"
Managers were instructed to form farmer organisations
" within their projects - e.g. in Kaudulla, at the end of
1984 there were 5 tract-level farmer organisations. The

“'Chairmen 6f “thé  6¥ganisations weré “selected farmérs ™ and "~~~
-.'the.Technical Assistants (TAs) of the I1:D. were appointed. .. .-

ae Secretaries. The main objective of this programme Was
"to assist in implementing a better water management
system through farmer organisations.

It must be said that during this period IMD embarked on a
concerted effort to improve upon the conceptual content
of the strategy by launching a communication process
involving different agencies servicing the sector. It
invited officials to share the new thinking which posited
a departure from the previous programmes implemented in
the irrigation sector. In the course of undertaking this
onerous task, IMD no doubt had to overcome opposition
from professional quarters which did not advocate a
change from the beaten track. Therefore it aprears that
at the field level operations, divergent opinions were
fostered which resulted in some confusion as to the new
direction along which the new programme was expected to
move. Ag a result, the establishment of farmer
organisations (FOs) received a major set back in the
initial stages for want of clear guidance regarding the
role and functions expected of them.

In the process of developing FOs, an important milestone
was the establishment of the Programme for Integrated
Management of Major Irrigation Systems (INMAS). In
November 1984 a batch of ProJect Managers (PMs) were
selected under the INMAS programme. The selected Project
Managers were given an orientation training on Project
Management for a period of one month by the UNDP Project
for Advancing Settlement Expertise at the In-service
Training Institute, Maha Illuppalama.



In"mid December 1984 £h¢iutrained' PMs :assumed their g
duties in the respective projects and the following tasks"
were assigned to\them.

S = te conduct short training programmes -on’ INMAS for..
project and- field level officers of 1ine departments'
'[afnworking in the proJect : :
- to conduct farmer meetings to educate farmeres on

= t0°form Field-Canal  Farmers” :Qrganisations and.select. ..

...a farmer representative from each group.

- to form Sub-Project Committees (SPCs) and a ‘Project
Committee (PC) consisting of farmer representatives
and officers working in the Project.

- to co-ordinate the O & M fees collection through field
officers.

- to prepare priority lists through farmer organisations
for O&M work.

At the end of the 1initial +training, the field 1level
officers from the line-departments were asked to assgist
in identifying the Field Canal (FC) Groups and selecting
Field Canal Representatives (FCRs). In addition, they
were asked to summon the selected FC representatives and
form Sub-Project Committees (SPCs) and to elect office
bearers.

The Technical Assistants (TAs) and Work Supervisors (WSs)
of the Irrigaticn Department (ID) helped the P.M. to
demarcate the FC areas and SPC arcas based on the issue-
tree of the irrigation system. The field officers were
given a target date by which to send the lists of the
names of farmer representatives and office bearers of the
SPCs. The first Project Committee meeting in each
project was held without farmer representatives to
organise the immediate programme of work and then the
farmer representatives were invited for the subsequent
meeting. The project managers were made members of the
DAC in recognition of the role that INMAS was to play.
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given targets and to implement programmes completely new
to them despite such initial difficulties as poor staff

ii”assistance,: insufficient office’ space” ‘and” "lack of
'iQtransport facilities The INMAS programme suffered -to

ysome degree initially owing to these various factors but

a'wﬁthe ‘outcome  .seems ‘to. Dbe.. rewarding,. even though the“_;fwf;

- Programme' could Hot' “achieve "all that was anticipated.

Some of the issues emerging from this experience are
oulined below: o .- N

"1, Thé officers dssigned to form farmér ‘organisations - -
""'“~had411mited:knowledgegof the- conceptual content..of . . ..
INNAS. -
1i. During the time of their selection as farmer

"representatives, farmers did not know the exact
role expected of them.

iii. The selection of FC representatives in some
' instances was neither by election nor by consensus
of the group but named by the officer-in-charge.
Some of the nominations were the selection of
traditional leaders - rich and powerful farmers of

the area or former Vel Vidanes.

iv. The future of Vel Vidanes (VVs) was questioned
during the training programmes and it was explained
that the Vel Vidanes will be absorbed as FC
representatives. Some of the VVs who emerged as
SPC Chairmen and members of the Project Committee
(PC) attempted to criticize the programme as the
process of sgelection of the FC represgsentatives
posed a challenge to their own traditional
functions.

V. Lack of 1legal recognition of S8PCs which would
enable them to take action against any offenders.

vi. Lack of administrative recognition of the SPCs by
some governmental organisations which were involved
in the INMAS Programnme.



F _:p;ogress made as at & e-end of'Aprll 1985 In terms—ofw
ithe TINMAS programme by the 4 schemes of- Polonnaruwa which
“are covered in ‘this’ study could be ‘summiarised as fS1lows s

(i) "KeUdulla - Most of the FC . representatives were
'”:;n_selected and the SPCs were formed 5,.__¢;,£Q332_a_r,

. (;i)b Giritale - 96 FC representatives were selected andr
U 6 SPCs  were. formed LA e e e '

(1ii1) Minneriya - A reasonable number of  FC
representatives were selected and SPCs were formed

“(;v)'iP S S - 174 representatives were selected and 18 m
L g peE were  formed. : R ' AT T

The establishment of Farmer Organisations at FC level was
an important feature recommended in the INMAS programme.
It was envisaged that they will constitute the farmer
groups which select a farmer from each group to represent
the corresponding Sub-project Committee (SPC). The SPCs
in turn were expected to nominate representatives to the
Project Committee (PC).

At the 1initial stage the SPCs were involved 1in the
following basic activities:

(1) Represent farmer interests in a formal organisation
of farmer representatives.

(11) VLiaise between the FCO and the apex project
management committee.

(1ii) Organising Sharamadana to clean and repair canals
and farm roads. .

(iv) Demarcating the road and canal reservations and
keeping these areas free from cultivation.

(v) Identifying repairs needed for FCs and DCs, solving
irrigation problems and listing them in the order
of priority.

The ©SPCs were able to perform the abovementioned
activities through FC representatives to some extent by
meeting once a month before the P.C. meeting. A
Government Officer who was also a member of the P.C.
functioned as the Secretary to the SPC to guide it at the




”“ninstitutional development the SPCs were really oommitteeeg-

" ard thé main. organisation &f- farmers’ 1n "the" area ‘served
by each of them did not meet formally as members of an
“organised body

'“S:With the pace of development the farmer membere of the5mf£7f'

_ProJect Committees, (PCs) outnumbered 'the':number of

'*f}officers “and’ came ‘to have'a: greater gay -in-the: committee e

The analysis xevealed that during this early period PCS
were involved in:

(i) . Serving. as an Apex body in project management

X

activities

“i11) ' Provigtisn” of ' forum  for farmers" represntatives

.+ . -and.officials in a Jjoint body. . | .

- +(4111) Preparaton of Agricultural Production Programmes

(iv) 1Identification of repairse and new constructions
needed for the canal system and preparation of

_ priority lists of items to be done.

(v) Assisting the TAs in the field to locate the
irrigation problems and help them to prepare
estimates for repairs.

Functional Area of Farmer Organisations

The present study revealed that in order to understand
the actual functioning of the Farmers® Organisationse
(FOs), one of the primary needs is to visualise it in
terms of functional areas. The following section
summarises the observations made in this direction while
linking the actual situation to the evolutionary process
described in the earlier section.

The INMAS programme envisaged that the area of authority
of farmer organisations could be defined in relation to
hydrological boundaries at all 3 levels (ie. the FC, the
D Canal and the Project). The FC 1level farmer
organisations (FCOs) were expected to be the grass roots
level organisations providing the building blocks from
which the entire organisational structure of the project
could be extended. The DC level farmer organisations
(DCOs) which were named as SPCs were expected to bring
together all the representatives of the Field Canal



';orSanlsations into a common forum to discuss opexational ;

B matters and also to decide issues of implementation which?m

will be sent up to the project. level organisations as

3t“recommendatlons 'The-Project Committee -was-expected to . .

7¥be the’ .apex.” ‘body - of - the- “farmer:: organisations -in - the

"?project The management framework which would’ evolve by
_fhe vertical integration of - these 3 levels was expeeteduj

40 be a significant adaptation of’ the’ 'Gal ‘Oya. expérience . .

to develop a framework for project management.

With a view to understanding the sactual functional areas

. of < FOs+ it .+is -desirable. to. take.-a.look.-at- .the. layout of ..

. the. irrigation distribution system in each of the sehemes_.d

under investigation and its relationship t6 the’ ‘areas of
ractivity of  the DCLOs "in- them, by  referring to the-
‘following Annexes: E ' - B

Annex  1: A scheme plan of the Parakrama Samudra scheme
Apnex 2: A scheme plan of the Minnefiya scheme
Annex 3: A scheme plan of the Giritale scheme
Annex 4: A scheme plan of the Kaudulla scheme

Annex b5: A scheme plan of the Ridi Bendi Ela scheme

Annex 6: A break up of +the Distributary Canal Level
Organisations in the Minneriya scheme

Annex 7: A break up of the Distributary Canal Level
QOrganisations in the Giritale Scheme

Annex 8: A break up of +the Distributory Canal Level
Organisations in the Ridi Bendi Ela Scheme.

Annex 9: A Dbreak up of the Distributory Canal Level
Organisations in the PSS.

Annex 10: A Dbreak up of the Distributory Canal Level
Organisations in the RKaudulla Schenme.



was observed that t e design of the canal system

expansion of knowledge and experience gained from design
systems over a period of nearly 50 yvears. Although a

e “hmaJor irrigation Bystems -has - been changing with the.lw“.iﬁ

'elear distinction has been madeAbetween main ‘and’ ‘branch -

i canals: from ‘Which, ‘only distributory céanals can.take. offi .
" the - design ‘of "D canals and -fiéld  canals--has not been:

"uniform o is. observed that pipe. outlets sometimes . takeiﬁ_ﬂﬁ»g,
off - either “From - the- matn canal:or from.the distributery = - .

canal. Individual field canals serve 5 - 125 acres and D
canals serve 50 - 2000 acres. Sometimes FCOs consist of
two or more FC areas and the DC level farmer

~organisations ‘consist of & part-of ‘an ‘area-served by-DC- - - -~

than 2000 acres are sometimes broken up into as many as
' fthree DC level farmer organisatiOns : :

From the point of view of the institutional building
process one may find it difficult to sustain the logic of
defining farmers” organisations in relation to - the
hydrologic boundaries when a DCO consists of part of a
DC area, unless there are control structures which can
clearly determine a separation of a hydrologic area.

The analysis revealed that the farmer organisations at FC
and DC levels were originally identified as FCO and SPC
respectively. In mid-1989 the latter was called DCO.
However the observations indicate that the majority of
these organisations are not based on hydrological
boundaries of FCe and DCs and hence calling these
organisations FCOs and DCOs is misleading. It was found
in reality that the entities of farmers at the FC level
are not organisations even in terms of the simple
acceptable terminology of an organisation and hence it is
better to call them “FC Level Groups"” (FCLG). On the
other hand, at the DC level what really exists is DC
level farmer organisations (DCLO). It has been observed
that the FC farmer organisations which are being
considered by many institutional development experts
working in the irrigation sector as most important and
centres of concentration are in fact only FC 1level
farmer groups which do not exhibit the essential
characteristics of an "organisation” even. in the most
simple form.

| Or .areas. -served. by .4wo or -more DCs. Large DCs with more .. .
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The pattern.of .Fleld Canals .(ECe). An. these. schemes g
generally one of small FCs, 1ncluding in some cases pipe '

outlets, taking off Distributary Canals (DCs). Giritale
for example,_has 32 distributory canals and 341 field

» o .that each DCLO jVers 2-4" digtributary caAnats
"~ and each FCL farmer group replesents 2 or- more’ field -
gecanals Given theee data it would seem .reasonable to ..

observe that ‘thére are wide variations 1in ‘physical layoutLV”

which restrict the adherence to "hydrological boundaries”
as the functional areas of FCLGs and DCLOs. It .is not
difficult to have two or more FCs in a single FCLG and

o tuo o moré ‘PBCs” in’a single DCLO; but where a D.C-is very . -
~..large. and: has. to be broken up into..two..or more DCLO .

areas, it would appear to be necessary to construct'

'1'control structures ‘at the entrance and exit from one DCLO:

area to another if they are not already available. If
this feature 1s not provided, there is no meaningful way
in which a DCLO can “"manage'" the amount of water 1t
receives from the "hydrological unit” i.e. the main canal
or part of distributory canal above it. The ISHM Project
has decided that canals which were originally termed as
FCs but are irrigating more than 60 Acres should be
reclaesified as DCs. This 1s a positive decision as it
avolds situations where a single FC has to be served by
two FCLGs.

In the initial definition of DCLO areas (then called SPC
areas) in the ISMP, combinations of part or the whole of
D Canal areas (together with FC areas and pipe outlets
led from the main canal) were used which yielded extents
of 500-1000 acres per DCLO. There were several
exceptions where DCLO areas ranged from 1000 - 2000
acres. In these cases Sheladia originally proposed that
where a simple full-time Water Distributor (Jala Palaka)
could not manage his functions, there should be a Water
Manager (Jala Kalamanakara) to supervise two or more
Water Distributors (Wilkins-Wells, 1986). The managerial
skills required for +these two 1level of functional
authority are not likely to be found among farmers in the
ISMP.




'In" the intervening period the farming community . made
- represensations: that: -such- large...DCLO. areas. should .be
broken up into 2. Thus under PSS the following changes
were made. S _ ‘

ane o riginal: -~ fxbent.. " Bake ok, Change ", Wane, of Nek - Extent™ "
Thalpotba 1406acresZ SRR 71 A Ihalputhabﬂacres D B
‘ S T Laxauyana 789 acres i
1282 acres l 11/89 Laxauyana -bb4 acres -4
' Sinhapura 618 acres 3
T hluthwewa T T (RTb arres T  iyg8 T T Afuttwena 1258 acresf UL

Heerapura .,7_,A{2Qacrgs),.=:.,a L

- There are similar -examples in the other echemee as .well. .
" By means of discussion. with the IMD officials & FOs
concerned at +the time of +these developments the
consultants of TEAMS observed that such changes were in
. the right direction, to arrive at a functionally viable
sizing of DCLOs. Where the o0ld VVs could manage water
issues to 150-250 acres by themselves, the DCLO Chairman
and Secretary or pald water distributor could manage
water issues to FCs and pipe inlete directly fed from the
D. Canale serving 500 - 1000 acres as he had the
asslstance of several FCLG farmer represgentatives for 60
acre areas. The mode of conveyance used by the HWater
Distributor waes generally the bicycle.

Thies tendency to. subdivide the larger DCLO into smaller
unite however can be carried too far. There have been
cases . where owing to friction between two groupe of
farmers in & single DCLO area - over water issues,
maintenance, soclal conflicte or any factore they have
made representations that DCLO areas already in the 500 -
1000 acre range ehould be esubdivided. It was observed
that, such smaller DCOs may not be viable units to
undertake distributary channel repair and rehabilitation
contracte or to venture out into supplying agricultural
inpute and marketing facilities. The cost to the ISMP
will also increase if it has to facilitate many smaller
DCOs .




"In the PSS .scheme there are still 8 DCLOs with'more

.,.1300 acres of land ‘each; and, 3. DCLOs with less than 500

acres each (see annex 9).

In the case of the informal FCL groups- it is generally-
Hoseptad; bhaf thgy: Bhould bez'essfthan 60 &cres in*exten{;;%
“depending on the .size of the FC: R : S

'AttemptsiTHeve5'been ’made "bi"*Sheladié ‘to organise .Area -
Councils consisting of 2 or more DCLOs under a branch
canal. It was observed that while ad-hoc meetings of
DCLO office bearers in such cases may be necessary to

" "doordinate water ~issues, : there -are :difficulties - t
. recognise. the .need for a permanent 'middle, leveL“¢

IOfganisetion' between the project (management) committee‘

and the DCLOs 'in ‘the ISPM.  (The situation is -quite -

different from that in the Gal Oya scheme where sub- -
project committee areas are sometimes as large as the
project areas in the ISMP and hence middle 1level
organisations are a necessity).

The physical ‘area to be covered appears to be more
important than the number of farmers, in determining the
size of DCLOs and FCL farmer groups. - The data collected
at various times regarding the "number of farmers” is
itself misleading since many people refer to the legal
owner (in most cases the original allottee under the LDO)
as the farmer. In reality most of the 3 and 5 acre
irrigated holdings (except in the Kaudulla scheme) have
already been broken up into 2 or more -holdings,
separately farmed by the original owner’s heirs, even
though they receive water from a single pipe outlet.
This is in addition to the changes caused by leasing,
mortgaging, ande and other forms of tenancy in 15-30% of
the original holdings. The analysis revealed that the
actual number of "farmers"” is far in excess of the number
of memebers” of DCLOs. However, Annexes 6-10 clearly
show that membership of DCLOs has been restricted by the
original allottees mainly to themselves.
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In the intervening period the farming coOmmunity made
representations that such large DCLO areas should be
broken up into 2. Thus under PSS the following changes
were made.

“MaRe Bt Ufigledl abent. o NG, "81-0s < Date of-Thinie s, Nate of New. . Extent .. N, of BCs . ...

Sme e oete
Thalpotha 1406 acres 2 8/89 Thalpotha 617 acres i
Laxauyana 789 acres 1
1282 acres 7 11/89 Laxauyana 664 acres 4
Sinhapura 618 acres 3
AT e A Weerapura 412 acres)

There are similar examplee in the other schemee ae well.
By means of discussion with the IMD officials & FOs
concerned at the time of theee developmente the
consultants of TEAMS observed that such changes were in
the right direction, to arrive at a functionally viable
sizing of DCLOs. Where the old VVe could manage water
issues to 150-250 acrees by themeelves, the DCLO Chairman
and Secretary or paid water distributor could manage
water issues to FCe and pipe inlets directly fed from the
D. Canals serving 500 - 1000 acres as he had the
assletance of several FCLG farmer representatives for 60
acre areas. The mode of conveyance used by the Water
Distributor was generally the bicycle.

This tendency to. subdivide the larger DCLO into emaller
unite however can be carried too far. There have been
cases .where owing to friction between +two groupe of
farmers in a eingle DCLO area - over water 1issues,
maintenance, social conflicte or any factors they have
made representations that DCLO areas already in the 500 -
1000 acre range should be subdivided. It was observed
that, such emaller DCOs may not be viable units to
undertake distributary channel repair and rehabilitation
contracte or to venture out into supplying agricultural
inpute and marketing facilities. The cost to the ISHMP
wlll also increase 1f it has to facilitate many smaller
DCOs .



:fkn,th_MPSSnscheme the_e are sti,l 8 DCLOpﬁkith more,thanhM*

11300 acres of land each;: ,and 3 DCLOs with legs. than 500..
acres each (see annex 9).

In the case of the informal FCL groups it is generally

"m?haecepted that they Bhould be less than 60 acrgs.in extent;;ﬁ;

. ‘depending on the size of the FC.

Attempts haveée been 'made *by“ Sheladia” to drganiéé Area
Councils congisting of 2 or more DCLOs under a Dbranch

. .canal. . It.was ob&erved that while ad -hoc - meetings of'.”
DCLO office bearers in such cases may be necessary to

'*i.coordinate water issues,‘ there are . difficulties to.. .
permanent . middle wlevel

"repognise the“~need fo m~a
organisation between the project (management) Committee”
and the DCLOs in the I1IS5PM. (The situation 1s quite
different from that in the Gal Oya scheme where sub-
project committee areas are sometimes as large as the
project areas 1in the ISMP and hence middle 1level
organieations are a necessity).

The physical area to be covered appears to be more
important than the number of farmers, in determining the
size of DCLOs and FCL farmer groups.. The data collected
at various times regarding the “number of farmers” |is
itself misleading since many people refer to the legal
owner (in most cases the original allottee under the LDO)
ag the farmer. In reality most of the 3 and 5 acre
irrigated holdings (except in the Kaudulla scheme) have
already .been broken up into 2 or more holdings,
separately farmed by the original owner's heirs, even
though they receive water from a single pipe outlet.
This 1s in addition to the changes caused by leasing,
nmortgaging, ande and other forms of tenancy in 15-30% of
the original holdings. The analysis revealed that the
actual number of “"farmers” is far in excess of the number
of memebers® of DCLOs. However, Annexes 6-10 clearly
show that membership of DCLOs has been restricted by the
original allottees mainly to themselves.
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In the context of the irrigation schemes of Sri Lanka,

the farmer is generally assumed to be the water user or
the cultivator of the land. In spite of measures taken

fg{;n the :direction .of..developing FOs,:there has,. been Do
“formal definition 45 t6 who should be recognised a6 the*ﬂ’

'ffarmer for¢theupurposes_of membership of the FC level

activity groups or for'seleetien/ election as a farmer

repregsentative. The Irrigation Specification Register
prepared by the Government Agent for each scheme gives
only the name of the legal owner of the land. Since =a

- very high percentage .of  the lands were allotments under

fﬁ;the Land Development Ordinance, the legal ownere ‘for this'*;""

purpose are deemed to be the original ‘allottees under the’
Land Development Ordinance who received standard sized
irrigated holdings i.e. 5 acres in the earliest developed
areas and 3 acres in the rest, excepting Stage II of the
Kaudulla Scheme, which was the last to be developed and
has two-acre irrigated holdings.

However, many misconceptions arise from the definition of
the ISMP that the farmer is the original LDO allottee.
Many changes have occurred 1in intervening vyears. For
example:

a) Many encroachers have subsequently had their
encroachments regularised. These are of varying
sizes.

b) Some of the regularised encroachers have the right to
obtain water from the irrigation distribution system
for the cultivation of their lands.

c) Other encroachers who have also been regularised do
not have the right to obtain water from the
irrigation distribution system, though many of them
do so.

d) The original LDO allottees do not have the right to
take water from the irrigation distribution system
for the irrigated cultivation of their highlands
ranging from 3 acres in the earliest areas, two acres
in the later areas to one acre in the Kaudulla



T BavRape In’ the: Kaudﬁlla ‘soHeme , "Hre ‘now Over™ 60 years s
- old. They have in .many cases. sub divided their lands N
amongst their children or heirs ‘'who now actually farm

f"irrigable commahd those who now farm them do in faot R
often ‘take water from the system for the cultivation

of thesge lands.

The . majority of . the original LDO. allottees, except.

““"them. Since the minimin “Whit of sub-division under

f)

g)

h)

1)

J)

the Land Development Ordinance that 1s accepted in
thege colonisation s&8chemes 18 1 1/2 acres, some of

_ the original holdings_ of 8 acres~i.e. 5 + 3 are ‘
.ifarmed as 2,3 or even 4 separate . holdings and some of .
'the original five acre holdings i.é. 3.% 2 are farmed

as 2 or even 3 holdings.

In some cases the original LDO allottees have legally
transferred their rights to their heirs in this way
and the heirs can get their names into the Irrigation
Specification Register.

In other cases the original allottees have handed
over the lande to the heirs to be farmed by the
latter but have not transferred their legal
ownership. Technically, these heire cannot Dbe
recognised as “"ownerg” and their names do not appear
in the Specification Register.

Studies have shown that 15-30% of the allotments have
been leased or mortgaged by their original allottees
to others. This has been done in many different

ways asg given below:

In some cases the farmer has obtained money from the
person who hasg taken the lease or mortgage but
continues to work on the land as an agricultural
labourer.

In other cases he continues to work as the tenant
cultivator of the person from whom he has obtained
money.




3f'on lease or mortgage cultivates the land himself

1) He may employ the agricultural labourers other than
the;original-owner to. cultivate the land.

"‘?Vh}rfln other caees he employs-one”or ‘more tenanta other?ﬁW?'*3

.-than the original owne1 to eultivate the land

n) Some of these leases‘or'mortgages"run“for*a’seaBOn'or
. a year or two. . Perhaps the legal owners are
conscious of. the poesible effects.of tenancy rights on.
these lands and do not wish to have the same lessee
"fOr too long ' : : : :

o) Others may run indefinitely

In the 1light of the above reality it 1is difficult to
recognise who is the farmer in connection with formation

of farmer organisations. This 1is a primary issue which
requires attention in the process of building farmer
organisgations. ~The statistice of the number of

allotments vs number of members in the DCLO in PSS
(Annexeg 6-10) seem to indicate that a large number of
farmers who farm holdings in the circumstances described
in c¢lauses (a) to (o) above are not yet accepted as
members of the DCLOs. In the few cases where a large
number of farmers other than original allottees are
members of +the DCLO, it 1is8 found that they are
traditional Purana Villages or Village Expansion Scheme
allottees who have subsequently been benefitted by the
Irrigation system. Thue the principal of (1Man - 1Vote)
applies at present to all original allottees but not to
many other types of "farmers”

In order to highlight the difficulties faced by FOs as an
outcome of the loose definition of the membership, a few
examples from the field observations of the present study
are worth presenting.

(1) The I.00 at Kaudulla s3aid that in 1984 when the FC
level representatives were first selected by
consensus some non-cultivating owners and non-
owners such as mortgagors and lessors have been



o (4 ) I

(111)

(1v)

chosen as: FC. level representat:ives and even ‘as I

'_'"'-‘Canal level organisation Chaizmen It ‘ib_.’
' genezally felt that ouch personb ‘were not bul table

as they were more Interested in the prestige of

“holding office than. in the service they could
.'w,zendez to the. . fazmers through 1~t.:,..’4.:_-;-:_;._;:,,_.'-' TR

of the DCLO Chalrmen are.not attending ‘the Project
Commlttee Meetings regularly. He also mentioned
that some of - the FCL representatives are also not
actlve although the DCLO Chalrmen should take the

~initiative to motivate the FCL representatives and
1ir neeessazy ‘to, re- appoint new people to these”
positions. In fact, two inactive DC'LO Chairmen

have been removed from office

According to the Secretary of the Wljayvarajapura
DCLO who was Interviewed on a visit to PSS, the
office bearers of farmer organisations should be
renewed from time to time. If not, they use such

'positions to become elltes 1n the community. On

the day after the Iinterview, the same Secretary
and the Chairman were re-appointed by the farmers
to the same positions to continue thelr work with
the farmer organisations. Thig 'ils malnly because
the original LDO allotees still tend to dominate
the membership of the DCLOs.

At a Project Commlttee Meeting under FSS, 1t was
observed that many DCLO were not active enough
before re-organisation mailnly because IMD under
the INMAS Programme from 1884-1886 selected by -
consensusg those traditional leaders they thought
could be good as FCL representatives. The DCLOs
are belng re-organised and therefore elections
will be held by secret ballot for any areas taken
under the ISMP.

Although guch Instances are not of high
statistical significance, the appointment of
bpersong with no commitment to the well being of
the Immedlate community appears to be counter
productive. The solution .td this problem would
lie in the procedure for a selection/ election of
farmer representatives.

}tJa.e- F-.Sﬁ';the.-l?raject:. ,,Managen.ob&er-wd».ﬂ,z;ha L. osome il



"“Af}breEeanfbe'MEJofifY of ‘farmer representatives -
do ‘“belong to the owner operator category. The
statigtics In Tables 1 & £ show that 85-96% of the

.. FCL representatives are ownezb or thelr offspzing o

'h“who SuItivats’ the Tand.” e L e e e

“vat FC level what were expected to exist were informalw
groups of farmers who would get together on an ad- hod

basis . when  necessary in connection with water
distribution or other matters related to the cultivation
of the land and not fazmer organisations as such. It was

"obeerved that.(i) in some FC level ‘areas such informal
" groups did not- exiet at -all, (ii)  in ‘Sthers ‘they did
- exist, but only a minority of the farmers participated in
their meetings and other activities; and (iii) in some
areas they did exist and the majority of the farmers
participated actively in them. Formal farmer
organizations do not exist at the FC level perhaps
because there 1is no need for them. Although a motivation
programme is being implemented to motivate the majority
of farmers to participate actively in the informal
groups, the effect seems to be not quite sufficient.

The current activitles of farmer groups and farmer
organisations in the four Polonnaruwa schemes are
summarised below. At the FC level the farmer groups fall
into the three categories described.

In so far as they are active they have ad-hoc discussions
initiated by the FCL representative because he 1is
enacting what 1s suggested by the DCLO.

In addition to ad-hoc discussions, what a member in the
group 1is required to do may be intimated to him
individually because some of the activities are routine
from season to season and are known to the members.

In general the ad-hoc discussions are mainly in regard
to-

a. Clearing and repalring of field canals, canal bunds,
road formation and subsequent maintenance either
through shramadana or individual allocation basis.



b Mutial ‘arrangefient of water ‘distributionTat’ the. time.. -

of land preparation and rotational distribution at
- times.of water scarcity.

area on an informal basis and mutual understanding.
d. To fdrwafd ‘unreéoiQed iﬁdividual .orv.cbhﬁoh Ufaféfﬁé
problems to the SPC or to the officer responsible
through the FCL representative.

__e}_To implement or” arrange “to carry out instructions from
~ the DCLO, PM or other field-officers serving thé area.

f. Problems of supply of inputs and disposal of outputs,
and matters related to the cropping calendar or

cultivation programme.

The fregquency of discussions and the number of members
actively involved varied according to

- location of the DC in relation to the main canal

- location of the FC in the irrigation network. (head or
tail of the DC)

- even for a particular farmer; head or tail end of the
FC itself based on water availabillity and irrigation
problems.

- the state of the FC ie. level of maintenance

~ leadership qualities of the FC representative and his
interest and involvement.

- the cohesiveness of the FCL group, and

- the influence of the officers activating the group.

The farmers <carry out group action programmes to
implement what they have decided on at the FC level, with

the FC level representative taking a leading role when
necessary (e.g. in water issues and shramadanas).



2.

- Thede - obgervatisons -also’ confirm that -the'. existing FC. . - ‘

groups” are not farmer organisations They are “informal

- LEroups’. mainly consisting of farmers of ong or two field _
. canals. . They do not meet formally at regular intervals '

&fRather, LhE “farmers’ inthid ‘group - casually meet: oftenf@?@fsﬁf

while attending to their cultivation and water management

Q,within their respective,_paddy, plots ".They,. do not have L

constitutions or bye- laws for their group activities
The FCL representative is the _spokesman at the DCLO, on
behalf of the FCL group and he also is the “organiser” of

_'Field Canal Level activities

4

Canal Level

The Cultivation Committees under the Paddy Lands Act of
1958 which existed between 1958-1971 were the only
genuine farmer organisations 1in the post-independence
era. However they were not always given due recognition
in the Polonnaruwa district owing to their patronage from
the Ministry of Agriculture and the consequent opposition
of the Minister of Irrigation who was all important in
this district. Prior to the formation of the FOs by the
IMD in 1984 there wag a long period (1971-1983) when two
officially sponsored bodies, the A.P.C. (from 1971-1978)
and the ASC (from 1978 todate) were intended to function
ae FOs. They were s0 overweighted and dominated by
officials who were nominees of Members of Parliament that
they did not gain acceptance by the farming community as
F.0O0,

The original SPC set up in 1984 with some government
officials functioning as Secretaries and the selection by
the IMD of “traditional” leaders such as former Vel
Vidanes, Mudalalis, government officials etc. as FC
rerresentatives, may have been necessary at the time to
strengthen the SPC at their inception. However such
farmer representatives are now perceived to be not
adequately motivated to safeguard the interests of the
general body of farmers in thelr respective areas.
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%Idisfribution in an area of about 200'250 acres This was**'

”fivirtually a full time Job and the’ Vel Vidanes generallyff“

ueed tenant farmers or agricultural labour to ‘Sultivate
their own fields. In addition the farmers gave them a

- i.e. "salaris” -of half. a bushel..per. acre. .Although the
DCLO Chairman now has. the: assistance ,0f a_.large number of .
F.C. level zepresentatives, he has to liaise between them

. and the I D. staff in respect of an area varying from 250

‘o 2000 ‘acres; There is a felt need for ~afull’ “time- paidsinV

_ water distributor‘,>cover1ng 500 1000 acres each where
the DCLO Chairman/Secretary is not able or willing to
undertake this function on a voluntary basis.

.The DCLO Committees meet monthly on a regular basis
They discuss mainly the following matters

a. water issues from DC's and rotational problems

b. identification of maintenance and repair problems in
DCs ' '

c. conflict-resolution within the DCL area on an informal
basis .

d. two way communication through the DCLO Chairman of
their needs and the programmes of the governmental
agencies pertaining to the agricultural production
programme which includes, but is not limited to, the
cultivation programme. Matters such as agricultural
inputs, credit and marketing are also discussed.

e. the pre-kanna meeting which discusses the tentative
agricultural production programme and cultivation
calendar 1is of particular importance. This may be
followed by one or more subsequent meetings 1if the
DCLO Committee wishes to discuss variations of these
programmes which have been necesgsitated by decisions
taken at meetings at Project Level etc.

f. in several, but not all, of the Implementation areas,
the DCLO Committee has already undertaken, commenced
or even completed contracts for repairs to structures
in D canals and F canals

g. likewise they have taken over the operation and
maintenance of the D canals in a few of these areas.

The lack of legal recognition of FOs is more keenly felt
in the ISMP (except in the case of RBE) than in other
major irrigation schemes as the ISMP DCLOs are more
advanced and active than F.00 elsewhere.



Upto October 1989 (where the major part of the fleld =~ 7~

investigation of this study was carried out) the seasonal
“agricultural prbduction~p1egramme-fOr-each major: scheme. .

Lnas, drawn up at the Prcject Level virtually ‘by- the“%_Jj.;-

”Project Manager with the assistance of the ' Project”
,Committee . The same ‘programme ‘was 1nformally discussed

Toby DCLO“particularly at the preé-kanna level feetihg. S SRR
.. .has been. observed that where the DCLO perceives thatM:h o

there 1is a likelihood of failure on the part of “the
accepted sources of supply to provide an input that 1is

.,,needed by the - farmers,_ the stronger DCLO have already o

sjventured out. into providing this: input, for example

a. the Kusum Pokuna DCLO 1 the Minneriyva scheme has:
decided to operate & metal quarry to provide the metal
needed for a rehabllitation contract they  had
undertaken; they are now consldering whether to
provide metal to. adjoelning DCLOs for thelr
rehabilitation contracts. It should be noted that
although this -1is not an activity of the seasonal
agricultural programpme 1t 13 an activity which 13
useful in relation to the DCOLs Increasing
responsibility for maintenance of the secondary and
tertlary distribution systems.

b. the Kusum Fokuna DCLO and other DCLOs have organised
shramadanas not only for earthwork In canals but also
for improving the gravel roads 1n the area.

The possibility of making each DCLO responsible for
preparing 1its own Beasonal agricultural production
programme 1s being considered at present. If such a
scheme exists, these DCLO prcgrammes could then become
the bullding blocks of the project 1level agricultural
production programme which would thereby be made more
meaningful and accurate. Many DCLOs are showing interest
in improving the input supplies and marketing facilities
availlable to their members. The Project Managers tend to
encourage such activities. This is a welcome sign which
indicates the growing strength of the DCLOs.



"”:The DCLOs in the four Polonnaruwa schemes are very‘active<-35

‘and lively Despite thé threats posed By ‘subversive” and
counter-subversive activities in 1989 they have in most
cases. met. regularly .once a month, and the minutes of

;iujtheir meetings .show. that . they ‘have concerned themselves___f
“iithall agpedts 6£.0 & M, ‘the rehabilitation of the
xfirrigation distribution system -and. the shortages _Qﬁ,

"*inputs for “the’" agricultural production programme,-q The;ﬂi

presence of the Proaect Managers ‘at many of these DCLO'

h meetings ‘as well ‘as the presence of the 1.0 and officers'””“

from the related line departments, such as the Irrigation

ﬁ_ﬁdDepartment ‘has helped to gain acceptance of their bona_
'uffides by’ both subversive and counter subversive groups A

‘The officers of the IMD and the ID in particular, deserve
"to be commended for theilr positive attitude towards grass
roots. farmer organisations during a very difficult and
even dangerous period for themselves.

Functioning of Farmer Organigations at the Project &
District Levels '

In the Polonnaruwa District the Prolect Committee chaired
by the Project Manager has as its members the Chairman of
each ©SPC and the officials of the 1ine departments
concerned such as the IE, the TAs, the Als, the DOAS and
the I00 of the IMD. In the SPCs formed in 1984 and not
reorganised as DCLO in 1988/89 the representative of the
SPC in the Project Committee 1is esometimes an official
such as the TA or another official who was the Secretary
of the SPC since its inception. The Project Committees
are in reality "mixed representatives” or "joint groups”
consisting of officials and farmer representatives. The
DCLO representatives are able to express their views
without reservations but if a line department
representative "states a departmental position”™ that is
the end of the matter. The conflicts between DCLO and ID
are often highlighted but rarely resolved. However,
there has been a substantial improvement in this regard
over the first quarter of 1980.

The Project Committee meets once a month on a scheduled
date and is chaired by the P.M. In this series of
meetings the pre-kanna meeting could be taken as the
starting point for the on-coming kanna or cultivation
season.



Atthepre—kannameeting theP«M-f as—the chairman, T

”“EXPre%ses“hiS“appreCiatidn5ef:thevmembere;and-oﬁficérs:,Ju

for their efforts and of the farmer members and othere
for their support and cooperation rendered during the

' ,previous kanna to. make it a suecess In turn the farmer:“

Y mem ére thank the ID. for prOviding them their basinffféi

mrﬁneed ’ that is,nthe irrigation water

 'The'next majox 1tem is to deeide tentative dates for the'
" Various” cultivation activities  for the on-coming kanna:

These dates are proposed at the pre-kanna meeting. The
basic data needed for this, such as the present storage
of water “1n “the - tank, .batance. - ‘requirements. ‘and “the -

'ZfBOUroes of - sUpply “aré. eéxplained By the officere of the

I.D. who thereafter suggest a date for the first_isauevof
water to commence land preparation, Thia»is purely based
on water availability.

The farmers however congider other production factors
also. These include, availability of seed paddy if they
have to change to a short-term variety if the Maha season
is late, availability of cultivation loans because the
release of the 1loans takes time, exposure to pest and
disease out-break during specific months with the age of
the crop and the disastrous effects of the torrential
rains during the Maha on sown paddy.

Hence, a decision on the first issue of water 1is a
debatable topic between farmer members and officials but
once they agree on a compromisge, the fixing of other
activities and relevant dates is smooth.

The additional conflicting topic during a Yala
cultivation season 1is whether to cultivate the whole
extent of land or a part, in a scheme like Kaudulla, to
cultivate the entire area with paddy or a combination of
paddy-subsidiary food crops in order to optimise the use
of water which is the scarcest resource.

The cultivation calendar is finalised and decided on at
the kanna meeting. Any extensions of water issues are
discussed at the PC meetings towards the end of the
cultivation season and conveyed to the relevant
authorities. :



‘fi-“order of priority are

{7Other .matters ~6iscussea. at-. .the reguiar PC“%meetinge ian_

- 1rrigation problems, rotational water distribution
- rehabilitation work and . activities of  farmer .
,gorganisations

'Ei?fmortgages and other arrangements which may ultimatelyitil

'dispossess the original farmers-.' K - : -,
";aagricultuxal input” Bupplies .and” marketing R
- agricultural production and crop diversification

"I pther socio-economic and socloZcultural activities

According to the instructions given by the IMD, the PM
‘with the help of the- members of the PC prepares 2

" detalled ‘agricultural production programme for each

cultivation season.. This 1s a comprehéensive programme.
It covers not only paddy.. production but also the
production of other field crops and fruit crops, covering
both high land and irrigable land. The input
requirements, namely seed, fertilizer, credit, agro-
chemicals, animal and machine power and marketing are
also estimated.

The PM collects all the data needed for this document
from the officials and the farmer representatives. The
sectoral programmes of State organisations operating in
the project area are extracted from this document as a
top-down exercise. However, in regard to
implementation, it is the farmers at the bottom who know
whether the breakdown of the targets for their area is in
line with their actual requirements. Since thesge views
are not well presented in the production programme the
targets are sometimes unrealistic.

The formulation and implementation of an agricultural
production plan by the PC through the farmers 1s as
important as the water distribution. Although there are
slgns that stronger farmer organisations are emerging, it
is not certain whether adequate attention to systematic
production planning and implementation 1is given at
present. The efficient use of scarce resources with
better participation of farmers through which the
organisation c¢ould increase productivity from the 1land
and water, will give higher incomes to the farmers.



S order of priority afeio o e

- irrigation problems, rotational water distribution

- rehabilitation. work and . activities . of . . farmer .

_ h,_porganisations B = S - : : e
 2mortgagés and ‘other | arrangements which may’ ultimatelvif}f

‘fdispossess the original farmers : o

'~ agricultural input supplies ‘and” marketing
'—_agricultural production and crop diversification

"2 sther socio-economic” and socio-cultural activitiee’

According to. the instructions given by the IMD, the PHM
"with the help of - thev members of the PC prepares e

V“*detailed agricultural production programme"for each

cultivation season.. This is a comprehénsive programme.
It c¢overs not only paddy. production but also the
production of other field crops and fruit crops, covering
both high land and irrigable land. The input
requirements, namely seed, fertilizer, credit, agro-
chemicals, animal and machine power and marketing are
also estimated.

The PM collects all the data needed for this document
from the officials and the farmer representatives. The
sectoral programmes of State organisations operating in
the project area are extracted from this document as a
top-down exercise. However, in regard to
implementation, it is the farmers at the bottom who know
whether the breakdown of the targets for their area isg in
line with their actual requirements. Since these vieus
are not well presgented in the production programme the
targets are sometimeg unrealisgtic.

The formulation and implementation of an agricultural
production plan by the PC through the farmers is as
important as the water distribution. Although there are
signs that stronger farmer organisations are emerging, it
is not certain whether adequate attention to systematic
production planning and implementation 1is given at
presgent. The efficient use of s8carce resources with
better participation of farmers through which the
organisation c¢ould increase productivity from the 1land
and water, will give higher incomes to the farmers.



NTMThe Project Committees discuss ad “hoc | arrangements“ tbﬁﬁ;ﬁifﬁf7

meet shortages in agricultural requisites such as seed
paddy, fertiliser and agro-chemicals. They may also have
two or more- monthly -meetings to discuss: amendments to- - the

r ;cultivation calendar. originally proposed zon acgount of .. -

'”water shortages etc

'The'Project'Committees’alsoaregularlyfdisousses'thefO;& M. oL
.programme . including. the .Rehabilitation. Programme. . They . .

bring up problems that their DCLOs have encountered with
regard to delays in taking over the D canals for 0O & M,
. defects in the contracts given to them by the IEE, delays

'i;,in getting these .contracts administered (including delays

" in payments) shortages of materials etc. They provide an
useful forum in this regard for interchanges with the
‘I.E. when problems do not get sorted out at the DCLO
level with the TA. However these problems often remailn
unresolved even at the Project Committee level.

The conversion of the Project Committees into Project
Management Committees with statutory powers and functionse
under the Irrigation Act, (which we have recommended
elsewhere) could help them to evolve towards effective
joint management of these major irrigation schemes. 5Such
Project Management Committees should have a clear
majJority of DCLO representatives and should have the
right to elect any of its members as its Chairman. They
should Thave responsibility for management of the
maintenance programmeg for the DCs and FCs.

One DC level representative from each Project Committee
has been appointed (as farmer representative of each
Project) to the District Agricultural Committee. This is
2 healthy developnment.

The DAC meeting in October 1988 which was observed by the
consultants of TEAMS was very skillfully conducted by the
GA. Although four out of the five MPP and several
Provincial Councilors and a battery of officials were
present, the real exchange of ideas was between the GA,
the DDI, the four farmer representatives and the Prolject
Managers who supported the latter. The GA and the DDI
gave the dates proposed by . the HWater Management



l*first water issues “in the. three schemes fed from theﬁ;ff
Elahera = anicut  (15th November) T owe T farmer T
representatives agreed after discussion on the dates for
_ PSS and Kaudulla on the basis of which the pre kanna
-*jfi'meetings ‘and, kanna ‘meetings couid: be- held-ii-*-mnce ‘the DDI . :

" and -the farmer representatives could not . agfee on” %hef:j
-vdate&-EOt.thauotherﬁtwo,schemestwthe¢GA“postponedmthe,a\
~decision. - But he was. clearly paving the way for ‘the

farmer representatives to go ,back to the pre kanna_
meetings in Giritale and Minneriya and try to get the
farmers to agree to the 15th November date. The 1ssue

. ,.Was that the farmers wanted early _water issues, that 1is
‘,;between 15th to Slst October, to make best use of the

-rains for . ploughing while the DDI felt that there was not
enough water in the tanks for land preparation to be
continued if the rains were  late. The priority of MASL
WMS and the DDI was to build up adequate water levels in
Kantalal and Kaudulla schemes which were fed from the
Minneriya Tank before water issues were made to any
schemes fed directly from the Elahera anicut.

The DAC meeting was conducted in a very democratic manner
and the views of the four farmer representatives were
given due consideration by both the GA and the DDI. In
thie District level body the four farmer representatives
exerted an influence out of all proportion with their
numbers when it came to discussing the cultivation
calendar.

The farmers of Giritale and Minneriya at a later stage
agreed under protest to water issues being commenced only
on 15th November. This enabled HWMS to ensure adegquate
water for +the season in the EKantalal and Kaudulla
Schemes. No one was disadvantaged. However, the newly
sown paddy in all the schemes was damaged by torrential
nonsoons rain in December. Some farmers had to partially
resow their fields. Ultimately, the Maha 89/90 season
was very successful in these schemes and high yields were
realised. This episode illustrates the sacrifices that
some part of the farming community had to make for the
greater good of the whole community. The successful
outcome reflects credit on all concerned such as the
farmer representatives, farmers and officials.



“*{iTO””dﬁtaiﬁ“IViewsi"on“fhow*“tG“’con&ubtf“rehebiiitéﬁionf@i*
cer activi,t\—ies-.r vt .‘..:,‘.._- '_':.“,,. ot e Yot e v e - e - L Lo

- To concentrate on rehabilitation activities where
”wadequate monitoring and evaluation -could be conducted

" and to learn- from experience 11" the. pilot areas

.“;wTo appoint a Water Manager (Jala Kalamanakara) -faﬁd

full-time Water Distributor (Jala Palana Sahayaka) to .f

'operate and arrange the maintenance 6f the system.

The analysis revealed that, since the inception of the
Pilot Aresa Programme in- early’ 1988 consistent attempts

“"have been made to implement’ ‘the’ corresponding ‘activities

of the proJect in these areas. Mass meetings were held
in all 4 Pilot Areas in Polonnaruwa district where a high
level of farmer participation was noted. The nmain
activity in these mass meetings was, to obtain the
commitment of the farmer community, which was quite
successful. In all the Pilot Areas, overwhelming support
for the election of FC level farmer group représentatives
and DCLO officials can be observed. Although in general,
election through secret ballot took place, there were
many linstances where the selection was made unanimously
without having a secret ballot. Table 1 clearly
indicates that although at the inception in 3 DCLOs (out
of 5 Pilot Areas) the selection procedure both at the FC
level and at DC 1level was through consensus, after
reorganisation in almost all the cases the officials were
elected. However, redrafting the constitutions and by
laws and their ratification took a considerable time.
Neverthelegs by and large, the reconstitution activities
of the DCLOs of the Pilot Areas in Polonnaruwa District
could be considered as being completed satisfactorily due
to the effort made by the Consultants of SAI.

Unfortunately, one of the other important activities
rlanned for the Pilot Areas - Rehabllitation Works of the
Irrigation System faced severe constraints. Although
some of the reasons for this draw-back can be attributed
to the threats and pressure imposed by unknown elements
on the farmers not to take part in these activities,
several lessons can be learnt from their experiences.
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- Table -2 indicates clearly. that-with the exception’of some. .
“Yehabilitatish - --activitiesd ~many - -others .. were....nodL ..

implemented to an acceptable level. The emerging lesgsons
- from this experience in attempting rehabilitation
:gactivities in the Pilot Areas are

- That the 1D . administrative and technical offieialsf
.7 should make- realistic estimates for the.. works and ‘make
 them available to the FOs in time, to start the ‘work in’

closed season.

.~ The DCLOs should be motivated and given confidence. to. -

undertake “the' earth work and construction'work both’
through COmmunity participation (shramadana) and-l
through self—help based profit oriented strategy.

- The DCLOs undertaking the construction work should be
provided with some financial support to start their
work if they do not have capital resources.

- The DCLOs making initial preparatory arrangenents for
the <c¢construction work, should be given adequate
technical instructions and guidance on small scale
contract management.

- They should be given support by providing standard pre-
constructed devices such as pipe outlets, and other
requirements 1like metal, cement etc, which may be
difficult to gather due to situational problems.

- All the necessary steps should be taken to expedite the
payments to the FOs after the submission of the payment
vouchers.

- If some DCLOs are willing to award the work to suitable
private contractors, then the environment should be
developed for healthy competition.
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' Table 2. Performance of Rehabilitétion ﬁroéf&bmééhundéfiékéh.:'
by S.P.C. in Pilot Project Areas from January 1388

. to October 1889

Ta¥cay e

ﬁy-'~"~

" Project I. PSS Damana Gemunupura
Tipe‘dflwork . Estimated Estimated Extent completed
D o 7 & Assigned - Amount upto October 89
on Rs. Rs.
Deeilting - August, 1988 31,579 - 18,979
Earth works - 'do - 470,963 372,322
Structures - do - 1,108,295 372,925

For & FCC - do - 289,700 26,532 *

It was found that the main reasons for the shortfalls

observed as per Table 2 are:

- Prevailing security problems in the country until recent

times.

- Lack of interest shown by the farmer organisations
accepting the contract works due to escalation of prices

in

- Even though the farmer organisations were prepared to
award the contracts to outside contractors, those

contractore too did not untertake the works according to

the given estimates.

- Requirement to release water for the next kanna, before

the completion of work undertaken in the DC & FCC.

©

¥ Contracts in 2 FCC undertaken by the DCO & only completed

55.33%



e Project ILL Giritalte:

- Chandana .Pokuna-.

Type of Work  Estimated Estimated
R .., & Assigned .. .. . .Amount .

EXtent'completeC

upto October 89

Rei

Rehabiliﬁation of |
D23, RB 1 to 7
8 End regulators

6 Pipe outlets_ August 1888 _ 79,000

1 :Culvert
3 Flume

Oct. 1989

Drop structures

No payments
" made ‘upto’
"Oct51989”

Rehabilitation of
DZ3 and B1

1 Flume ‘

7 Drop Structures
{DS)

Repairs to 3 BS August 1989 100,000
4 Wooden gates

12 Tube outlets

4 End Regulators
30 Meters of

Canal Sides
Repaire to Z small
structures

No payment
made upto
Oct. 1988



- Rehabilitation of.
;*D23 & B 2,4, 5 6 7 8
1 Flame” " : S
29 Meters of Canal August, 1988_
;-""Sides - RS o T
2 Culverts'
5 Drop Structures
13 Pipe outlets
-4 End regulators

133,000

No payments

oo made upta .

Oct. 1989.

Rehabilitation of
D23 & B3

1 Flume

2 Pipe outlets

11 Drop structures
2 Wooden gates

August, 1988 169,000

No payment
made upto
Oct. 1989

D 24 Rehabilitation
1 Measuring device”
39 Meters of

canal sides

19 Pipe outlets

3 Drop structures
Repairs to 4 Drop
etructures

April 1989 155,000

No payments
made upto
Oct. 1989.

It was found that the short-falls of Chandana Pokuna were due

to:

- Only the supply of metal and sand has been done

- Construction work postponed due to lack of cement

- It is expected to obtain cement from the 1.D for which the
Department would surcharge at the rate of 25% , as this

request was not included in the contract.



Vom0

‘Project IIT. Minneriva - Kueum Pokdna *" %
. <Type. of Work - - Estimated R Estimated_-Extent completed
o7 'k hssigned 7 U Emotint 7 idpto” October 89
. on - ‘Re. : Rs.

Rehabilitation of

D31, FCC 10,11, ~ August 1988 - 153,651 - 13,510
A 12,14,21,27 31

‘y“upto 39

The above mentioned short-falls of Kusum Pokuna were due to
the conditions that prevailed in the country. As the Hony.
Secratary and the Hony. Treasurer were killed, the DCLO
ceased to work.



:Project ITT. Minneriya - Kusum Pokdrsa ~° " "

«Type.of Work - Estimated .,b,:Egtimthd Extent completed
G T g assigned 7 Amount - Upto October. 89

~on : . Rs. Rs.

Rehabilitation of

D31 FCC 10,11, ~ August 1988 - 153,651 13,510
. , 14,21, 27 31

‘"”upto 39 '

The above mentioned short-falls of Kusum Pokuna were due to
the conditions that prevailed in the country. As the Hony.
Secratary and the Hony. Treasurer were Kkilled, the DCLO
ceased to work.



Gonifuea”

- Rehabilitation of. : o
QMD23 & B 2, 4 5 6 7 8 ;ng-w:
1 Flome " S ‘

29 Meters of Canal August. 1988
CETdes S s e e
2 Culverts‘

5 Drop Structures
13 Pipe outlets
4 Eg%_pggul@torsA

Gk

133,000

No payments

. made upto ..

Oct. 1989.

Rehabilitation of
D23 & B3

1 Flume

2 Pipe outlets

11 Drop structures
2 Wooden gates

August, 1988 169,000

No payment
made upto
Oct. 1989

D 24 Rehabilitation
1 Measuring device’
39 Meters of

canal sides

19 Pipe outlets

3 Drop structures
Repairs to 4 Drop
gstructures

April 19388 155,000

No paymente
made upto
Qct. 1989.

It was found that the short-falls of Chandana Pokuna were due

to:

- Only the supply of metal and sBand has been done

- Construction work postponed due to lack of cement

- It is expected to obtain cement from the I.D for which the
Department would surcharge at the rate of 25% , as this

request was not included in the contract.
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Project IV. Kaudulla - CP Pura Perakum

ﬁﬁnype of Hork Estimated Estimated Extent completed .
B & Assigned ; ‘Amount  upto October 89
on Rs. Rs.

Reparis to the
bund road in

;ftRBl D1}EC4~ May, 1888 W .

Rehabilitation

of the Canal

RB1,D1, FC 19 May, 1988 148,639 147,349

Repairs to FCC1

5,6,7,9, 1d¢ Fet, 1989 7,090 7,090

Rehabilitation

of FC2 Feb, 1989 2,914 Work not

started

Rehabilitation

of FC4 Feb. 1989 704 Work not
' - gtarted

Reasons for short-fall

* Needs -much more than the estimated value.

Project v. RBE - Magallegama.

No rehabillitation work done in RBE pilot project

the period under review. .

area during



;f;;ﬁwigfw&ﬂ“tﬁﬁffThe aatual perfofmance of mﬁintenanbeIWGrk by ‘the: DCLOs{
) o © "of the Pilot  Areas iz also not "up +o the -anticipated

level, as given in Table 3. The maintenance work in the
Filot- Areas have been mainly confined to desilting of
_(analu whiuh is alsco belng done 1n other areas. . Thub it

_fdoes not indicate that & bigher level of WOrk has Qeenﬁ
S _ “déne with rebpect to the ‘maintenance of the irzigatlon
e ”,:u;;ysfﬁy.gujgybtgm,_ln the pllot areas, uompared to the other DCLOs s

Table 3: Performanoe of Maintenance Work by the DCLUb in Pilot
Project Areas as at 1989 .

Description of Maintenanoe work undertaken
upto October 1989

- Scheme. = DCO - i/

PS5 - Damana-
Gemunupura No maintenance work other than desilting
Aas undertaken by. the DCLO. The
expenditure on desilting is given under
rehabilitation works.
3
Giritale - Chandana
Fokuna No maintenance work was done by the DCLO.
However, maintenance work such
as desilting and clearing field canals
‘ were done by FC groups through
} Shramadana. All the expenses 1incurred

here were borne by the cultivators.

Minneriya - Kusumpokuna No appreciable maintenance work done by
DCLO. This is due to the fact that the
maintenance work was not yet handed over
to DCLQO. The maintenance was done by ID
under rehabilitation work.

Kaudulla - CP Pura - Clearing of the 01ld Irrigation Canal,
facilitating good flow of water in FC 33
Perakum and FC 15. For this activity 83 man-days

wvere utilised at the rate of Rs.60, the
total amounting to Rs.5000/=. Lack of
funds, difficulties in the provision of
raw materials were the major constraints.

RBE - Magallegama The maintenance work is done not by the
DCLO but by the farmers.

e e e = s g e < B e —————



activities are debiltlng and clearing work done through

'~7commun1ty voluntary partlclpation .(Shramadana) .. Although-

.  hjone innovation Specifically designed for - the Pilot .Areas. . ..

“s the"appointment of e Water: Manager = (Jaia™ =%

' *TKa1amanaka:u3 and a full time Water Management Assistant@a m3ﬂ
h'(Jala Palana ~ Bahayakas), Table 4 “indidateés ‘that the*

implementation of these activities 1is .also. not very.

.. efféctive,

' “ihe’emerging évidence fr6m £hé;6vef:aL1~berforﬁance§7of »¥f?"
activities in ‘the Pilot Areas shows that in spitegof*theﬁgz:

concentrated efforts by the Consultants and IMD/ID
officials in the Filot Areas, the innovations attempted
in these areas failed to make a significant impact upto
October 89.

Table 4: Availability of Water Managers and Irrigators in

October 1989.

PfoJect Pilot Project Hater Manager Irrigator

Area

1. PSS Damana Gemunupura Not appointed  Not appointed
2. Giritale Chandana Pokuna Appointed but Appointed but
: has not has not
assumed duties assumed dutles
3. Minneriya Kusum Pokuna Not appointed Not appointed
4, Kudulla CP Pura, Appointed but Appointed
Perakumpura has not assumed -
. duties
5. RBE Magallegama " Not appointed Not appointed

S

- Very~lim1ted type of mainten&nbe work has been}w,ﬁqx
”~dbhe3iﬂ ‘thése areas; ag -shown “in Table 3. Moqt of - thesge. - . -

e e e p———
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A analysis ‘ revealed that  in' 1984:'when thé FC level.

repregentatives were first selected by consensus, some

non-cultivating owners and non-owners such as mortgagors

e @ng. lesaors had - been chosen as. FC. 1evel representativesﬂ.h

" and even .ag. D’ canal level. organisation Chairmen CTt isﬁﬁ?v

%,generally felt that such. persons were not suitable as .

-they. .were ~more: interested in ‘the ' prestige - of holdingiff]
office than in the service they could render to the

. ?farmers through it . ‘ :

. Although such instances are. not of high statistioaln
- eignificeancey Uyth appointment 1o£p~ persons - with no

commitment to the well being of the immediate community
aprears to be counter-productive. Clearly, the solution
to this problem lles 1in the farmer representative
selection/ election procedure.

At present, the majority of the farmer representatives do
belong to the owner-operator category. In part, this is
due to the introduction of an electoral process to elect
a represehtative. The ISMP has an "awareness programme”
which may also have contributed towards the above. There
is a view that the selection of a farmer representative
at FC level should be based on a “consensus” approach,
the Justification being that an electoral process 1is
likely to create divisions among the farmer community at
its primary/grass-roots level. However, the disadvantage
is that the more influential people may not be challenged
even if they are not the popular choice, if there is no

rossibility of a secret Dballot. The presence of
factions, cliques etc. 1is the reality within 1land
settlement schemes even at FC level. It is well known

that these communities are of a heterogeneous nature and
not homogeneous. The attempt to preserve the unity of FC
level farmer community by resorting to a consensus
approach when farmers are already divided on the basis of
various other socio-politico-economic considerations does
not appear to be something important.



':ﬁ*otheéé
" done 41 "those areas ;-

Ka 1 amanak a ):"Ll ) an:d
' ‘(Jala

as .shown in Table 3. Moqt

debiltlng and clearing work done through
Although-

activities are
~'commun1ty voluntary partlclpation (Shramadana) .

..ﬁu;one innovatlon specifically designed for - the Pllot Areaa.yrﬂfb
‘ ' (Jald e

Pkl time Water Management Asaistantg‘_»:m
‘that “the

thet'appointment'%ofV'a : Water' Manager

‘Pable 4 “indicateés

activities

Palana qahayakas),

- implementation of these: is -also. not very.
soeffeetive. o o

Very~limited type Qf mainten&nhe work has been}},ﬁﬁﬁ
of these. -

' ”The’emerging'é01denée'frbm.thélﬁvef all - berforhanuéé*dfgnéff”
activities in ‘the Pilot Areas shows that in spitewof- the: =

IMD/ID
attempted

concentrated efforts by the Consultants and
officials. in the Filot Areas, the innovations

in these areas failed to make a significant impact upto

October 89.

Table 4: Availability of Water Managers and Irrigators in
October 1989,

Pfoject Pllot Project Hater Manager Irrigator
Area
1. PSS Damana Gemunupura Not appointed Not aPPOinted
2. Giritale Chandana Pokuna Appointed but  Appointed but

3. Minneriya

Kusum Pokuna

has not
assuned duties

Not appointed

has not
assumed duties

Not appointed

4. Kudulla CP Pura, Appointed but Appointed
Perakumpura hgs not assumed )
. duties
5. RBE Magallegama ' Not appointed  Not appointed

B



. ";":--'1_fone could recognise ‘thelsign: of conilictm‘ e
feel that these conflicts . are due' to the disharmony'=*"’

-4ﬁfbetweep them from their childhood

oz, i I faggl An- many. ingstances . it was, ved, -thal
.72 farmera ‘do- :Not.. 1isten to requests. | made by the’ Field.";

Representatives (FRs) merely because of local social

conflicts. - To- the face of -the FRR many farmers do not

show. .any. sign of obJection, but. in day to day activities

The - DCLOs - -are - now. .being . re- organised prior  to

' :.1.;"_-_rehabilitation work being done under’ ISMP. ~In 1988 there R
. nwas a Pilot Area 1n each scheme In 1989 there fere 26 e e
;Implementation ~Areas.’ (out of a total of over 90 SPC

areas). The 1. OO . are expected to make farmers realise
that they must elect good and effective F.C. level
representatives rather:' than “traditional” leaders. They

conduct secret ballots to enable this change to take
place as people do not want to vote openly against
“traditional"” leaders. The names of the candidates are
written on slips of paper which are given to each voter.
to ‘mark his preference and the results are announced
there and then. The elections for 5 or 6 F.C. areas are
held in the same building and the names of those elected
are announced to the whole crowd of voters.

The farmers in each F.C. level area are allowed to choose
by consensus who should be entitled to vote in respect of
each land e.g. owner/ operator/ encroacher/ mortgagee/
tenant. Once F.C. representatives for the whole DCLO are
elected .they function as a pro-tem committee to draw up
laws and a constitution for the DCLO (based on a draft
given by Sheladia). They then nominate and elect the
President, Secretary and Treasurer of DCLO, also by
secret ballot. There is a subsequent meeting of all the
farmers in the DCLO area at which the elections of the
F.C. representatives, President, Secretary and Treasurer
are ratified. This gives them more authority. The
indirect election of the President, Secretary and
Treasurer is better than direct election by all the
farmers in each DCLO as it ensures that they come from
different F.C. areas and also because it reduces disputes
owing to uncertainty as to which farmers are entitled to
vote. Direct election could cause election rigging.

Many farmersgﬁgfjﬁﬁ,i



e .
S g

elected J»h Lecret“

| reorganieed . DOLOs: ‘are:.:better. . motivated...and .'more’ .

effective. It is felt that this change of leadership
will be a decided improvement, However,it is tod early.
to be sure of this as the new DCLO have funetioned for

1wff1ese than one year There are enough educated farmers'f"'

(the sons of the original settlers) who could replace the

jgjgovernment officials who Rere: functioning .§£armepfA
ﬁrepresentatives “4n:-FG - level farmer ~gTOMPE & .uﬁ-ﬁxfa~;¢uﬁ¢wwu+:~

. ;Sheladia feels. that as, the officlal Project Committee is .
- chaired and. controlled by the PrOJect Manager and has‘. )
- ‘othér officlale im. it (although 4t-has -a-majority of DCLO.. .
ixrepresentatives ‘who ‘represent- farmers) . ‘thére- should be ‘a -

parallel Project Level Farmer Organisation with office

bearers who are DCLO representatives. Its view is that
the Project Committee should deal with Adminietration and
Policy co-ordination between governmental agencies. The

Project Level Farmer Organisation should deal with
representations  of political authorities, lobbying,
agricultural inpute etc. It should serve as an apex body
to strengthen the DCLO and also prepare agricultural
plans for the project.

The present study has revealed however that the formation
of parallel “"Project Committees” and "Project Level
Farmer Organisations”™ as envisaged by Sheladia would be
counter productive. It would lead to friction between
farmer representatives and officials. At the Project
Level there is no alternative to a "Joint Committee” of
farmer representatives and officials. Ultimately this
Joint Committee has to be given responsibility for "joint
management” of the project by being established as a
“"Project Management Committee™

There is also a "Joint Consultative Committee” consisting
of the DDI as Chairman, the Project Managers, the I.EE
and SA1 Consultants, which monitors the overall
irrigation activities in the ISMP.

Under the special condition of financial and human
resources of the ISMP, it 1is easy to encourage the
formation of different “organisations”™ for different
purpose wherever a "felt need”- is made known by the
farmer representatives to the officials. But some farmer




.-ﬁwill after a'few years be 1eftaaS1de.ﬂ
the government just like the Cultivation Committees under
the Paddy Lands Act of 1958 4in-
succeededbin breaking down the resistance to

) sponsored peoples ~organisat10ns

"’”justlfy houever_theAencourageme”
<5§groups, conmittees. .
as mushrooms in a bed of straw

‘jis.removed.t__ oLl

:;:;?In -all - four: proJeuts ‘the farmer groups meet informallyk‘ AR
'g;mainly to attend to. water ‘issue . problems and to ‘do the . -
‘maintensnce work on their field canals.

farmers each of whom is8 expected to maintain a demarcated

1971, -

The ISMP has
"government

f:not dissolved by,:

It 1s difflcult toidjd

"of settxng up of ad hoc,l.:
.organisations.. whichgcan grow as fastfa
and perlsh when the straw

’ This too is
often allocated by the traditional method to individual

length of canal which may not necessarily benefit his own

field. Although it is difficult to find
meetings of the FC 1level farmer groups
the DCLO

- making representations .to

level .

records

of

to decide on

or to

the

officials concerned regarding problems that they cannot
resolve internally, 1t 1is evident that there may be many

such informal meetings.

and actively participate in the proceedings.

On the other hand, there

regarding the meetings of DCLOs,
schemes in the Polonnaruwa district.

is a

wealth of

There is no data as to what
percentage of the farmers in the group attend the meeting

material

particularly in the four
The statistics in

Tables 5 & 6 show that the average number of meetings per

DCLO in the first 9 1/2

months

respectively were as follows:

Scheme

Parakrama Samudra

Giritale

Minneriya

Kaudulla

Ridi Bendi Ela

of

1988

and

1989
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'lﬁ;Bef‘ofv

Ehiﬁi%;f:;f bﬂiés

Status of Secretar1

Status of F C Reps

lulber of Lllotee/

Govt Iot Iy Govt Tenant : !ncroac
fod g « DCLOs ... .. Beetings. held . Otilccr Qtficcr < LL. .@,:_Q,thgn;;Ag:, s
‘ 1 1 BB to lB 9 88 ;Grogp{ : o ‘
" Parakrana Sanidra” 22 BV 8 I R S | ERE -
R 1317 ) CONETRUPUUUE) VNSRS SNSRI ISCRT ST § | RN t1 NE )
s Mmmerdyac o 1 Lo B R SN0 S| TR 1 R S
o laudella 0 - 96 0 20 - M5 M6 - . u-
The Total of the
four schemes 62 30 19 {2 950 810 12 -
Bidi Bendi Rla N0t bV AT L ABLE
Source : End of Tour Report by John Wilkins

Table 6: STATUS OF §.P.CC AS AT SEPTEMBER 1989

Status of Secretary

Status of F.C. Beps

Schene Nuaber of HNuaber of DCLOs  Govt. Mot a Govt. HBumber of Allottee/ Tenant Enmcroachers !
DCLOs Heetings held Officer 0fficer §.C. 0ffspring
1.1.88 to 18.9.88 TYes o Groups

Parakrana Sasudra 24 119 1 18 200 201 - - i
Girltale 1 18 5 2 130 139 J 1 ]
¥loperiya 17 116 ] 16 262 3 1 18 y
Laudulla 20 80 0 20 kY 3 3 - :
The Total of the

four schenes 68 KEE| 12 56 946 904 3 19 {
Ridi Bendi Ela 10 21 1 § 156 14 22 - 1
The Total of the

five scheaes 78 354 13 69 1102 1038 59 19 1]

Notes: - There are instances where jolnt Secretaries have been appointed to a single DCLO.

- Some DCLOs are being recognised

Source: Based on Teams Questionnaire
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appear to have caused any substantial reduction in the

" level “of "activity of“ the DCLOs -except in the case of
:Giritalei Schemei_ o

N '-'_. ceLrt , R AT T AR

_ ;MUndoubted1y farmers are being mobilized at the FC leveI
. “Qﬁand .once 7 they are ?mobilized farmers participate 358 R
,Wihformal CETOUDE - o discuss,.eomplain -ands express. viewsgiﬁﬁgﬁex

'related to irrigation based problems On a review of a .
_large. .number.. of events _ where farmers _and, their“”ffh;fﬂe

representatives have participated, it is easy to conclude

- thatthese' groups. were -in-reality. farmer representationsweViﬁf*"
.-.rathér “than’ farmer organisations. <1t was. observed 'that .-

until late 1989 many DC level farmer organisations were
also demonstrating the characteristics of farmers being
mobilised rather than being organised. ‘"However the
results in 1980 are encouraging and many DCLOs
demonstrate that they are farmer organisations in 1its

‘real sense.

Although the government has decided that Farmer
Organisations should take over the maintenance of FCs and
DCs, the situation in the field as at the end of 1989 was
quite different. The broad spectrum of views expressed
as at the end of 1989 are summarised below. The names and
designations of those who commented on these issues are
withheld as many of them do not want to comment
critically on government policy.

a) Farmer organisations should not undertake the
congtruction or repair of structures even of FCs

This view is held by some line department officials
involved 1in community development work, which they
find difficult to reconcile with economic
activities. It is also held by some Irrigation
Department officials who feel that people’s
organisations should not encroach on the preserves of
contractors. A emall minority of farmers hold this
same view on the basis that government should do
virtually everything for them.




'?wThis view ie.;:

;'*"held'by some farmers -ag . well -a8 . officials of linepl-

departments and the I.D. who Dbelieve that the
¢apacity’ ~of “farmer organisations - to- .undertake’

;:contract works in DCs is in-adequate. .A few I0s also

S iifeel that “fn view. of: ‘the resistance of many officer&}@

-.of ‘the I.D. farmer organisations should not at this_

;g?stage venture beyond the FCs

~Thisg - view;w

x~i{is held bV farmers ‘and’ officials who consider that -

d)

e)

farmer organisations are capable of undertaking such -
works but feel that i1f the farmers take them over
prematurely, the I.D. may disclaim 1liability for
rectifying the defects which they should do or get
done so that farmer organisations will thereafter be
able to maintain and operate them within their level
of capability.

They should take over the operation and maintenance
of the smaller D canals and all FCs., onlv: This view
is held by farmers and officials who consider that
farmer organisations are not capable of undertaking
the O & M of "large” D canals. In this connection
it 1s worth drawing attention to the examples quoted
in the section of this report on the areas of
authority of D canale. D canals vary in command area
from 50-5000 acres. There has been some
inconsistency in the classification of certain canals
as F canals, others as D canals and others as Branch
canals. The e8maller D canals may have the
characteristics of F canals even though they take off
from a main or branch canal; the large D canals may
have the characteristics of Branch canals.

They should take over the operation and maintenance
of all D canals and F canals in the implementation
areags This view is held by many officials of the
I.M.D., the I.D. and by many farmers. They believe
that 1in the 22 Implementation Areas selected for
1989 the 1I.D. was ready with the funds, designs and




};gestimates tq,enter into
“7organisations for. tHe. pragmatic rehabilitation of. the
canals. If the rehabilitation was successfully done,

‘the“‘farmer““organisationS'-could then continue :-to

.“maintain and operate them, . The magorlty of farmers

: Tfand farmers representativee that TEAMS interviewed ;“ﬁf‘
as well as the majority of IMD and ID offlcials “held’

~;,thiﬁ viewn., = The DCLO farmez

”ontracts' with. the,wfarmergi;

'organisations 'in these areas"were' re cOnstitutedfiﬁ

~after elections under the new procedure in 1989 and

:xare likely to.be. more capable of . carrylng out their_:_:

- functions 3uccessfully This approath would seem to

- :be -the- most positlve one that ‘has - a. reasonable chance... =

“oof. success However a note of caution is neoessary
as (a) the civil disturbances in 1989(b) the shortage
of cement in the second half of the year resulted in
very little work being done. It may be beyond the
capacity of the I.D. and IMD and of the farmer
organisations themselves to maintain the original

programme: of ~ rehabilitation work: for - 1990 while . .

clearing the massive arrears from the 1989 programme.

f) Thev should take over the O & M of all D Canals and F
Canals This view is held mainly by officials of the
IMD and by farmers who would 1like to “force the
issue”. While their enthusiasm is commendable, this
course of action could result in a breakdown of O & M
in 1980 and increased resistance to farmer
organisations on the part of some officials of the
I.D. If such a breakdown happens it is likely to be
used by many of those, both farmers and officials who
have not really accepted the goals of the ISMP, to
press for a reversion to the old system of O&M by the
I.D. and contractors without the participation of
farmer organisations.

3.3 Different Perceptions on Farmer Qrganigations

As 1indicated above different farmers and officlals
possess different views on farmer organisations, their
role and goals. This sub-section highlights some real-
world observations made towards the end of 1989 as
examples.



ké) fdé.wébenabjé.fafbréghisé'Sbféba&éhéé téubjéar‘
JQMFGE -in:. .some. of the SPC% In ~the- DCLO. of .

Galthambarawa, the T 0 trled ‘to make a llst of;w

particlpauts in bUCh a- bhzamadana (since IOs_
wére. 1nstructed paeh prepare ‘guch’ documents foFE

official purposeb) and later on 1t was not done
since szmeza were opposed to that (now the I0s
“are reporting only the “humber -~ of participants
in' each progzamme) ‘These objectionb were

becane fhzmezs think that the odecials of ID;5 ‘
claim” money t?om the DePartment 'bhowing that”"

they have done such clearing work.

(b) Farmers are requested to make a preference 11st

for the maintenance work 1In thelr DCLOs.
Through thelr farmer organisations the majority
of the DCLOs have already fulfllled this task.
But later, some of the SPCs have realised that
the money has been allocated by the ID to areas
having lower preference, Iinstead of to the most
cost effective work to be done.

(c) I0s feel that the farmer organisations at lower

levels such as FCs and DCLOs are organized well
at present. But sometimes, the farmers get de-
motlvated when they 8ee that the Servicing
Institutions are not 1In & poslition to provide
them the requlred services. For example bank
facillties are insuffliclent, 1t 1s difficult to
get fertiliser through the Agrarian Services
Department. According to IO0s lack of
commpunication between the IMD and other
departments has caused such problems. I0s feel
that other departments do not recelve the
proper Instructions through officlial circulars.

(d) The relevant officers such as Work Supervisors,

Technical Asslstants and the Irrigation Dept.
officials do not participate 1in the meetlings
regularly, and therefore they are unaware of
farmers” problems. ) These offlcers are




L e problemb' Toare " présentéd T through | Farmer

AOz;ganisationa the officials hayve to seolve the

‘probléms mezelv as a duty

Farmer FRepresentatives further .said. that. the .Department
of Irr Igation was responsible for the de]a; 3nd they weze

alaa.of the ‘opinion that- the ﬂepaz'tmen’t* of: Irrigation O

unwi .Z 1 ing to handover the Reha bi litatli on. wor K to farmers

-J,Aa' an examp.le i:hey “told: u.-: " how tIze Kallnga D catzal_'-\._
"OIganJ,‘sai‘ion ‘Was undezpaid “when 1t did umtz'act (FC

canal) and even that was delayed they added, (One Farmer
Representative quoting another Incident said that the
Irrigation Department had once ignored their request to
prepare estimates for some FC canals thich needed
immediate attention and on the other hand had subpitted
estimates for some other FC canals. In addition to that,
when they had asked from the I.D. how much had been
allocated for contracts the Farmer FRepresentatives told
the consultant that officers of the I1.Il. were a bit
reluctant to reveal the amount approved. Further they
gaid as the cultivation had been done according to the
‘Bethma” system in that season, nuch of the
Rehabllitation work could have been commenced. Farmer
Organisations are now beling discouraged, they said
because the I.D. is 1In the habit of cutting the promised
payments from thelr contracts while all the profitable
contracts are being given to Private Contractors

(iii) - i e

After participating 1In a géod number of FC,DC and SFC
level meetings and also having met opinlon leaders,
farmers and so forth, what the consultants of TEAMS were
being made to understand was that farmers have doubt
whether the concept of a Farmer Organisation would be a
meaningful one. Due to certain clrcumstances encountered
by them, Farmer Representatives, and even officers do
express thls opinion, In accordance with Instructlons
given to them, submitting decisions that are being taken
at the grass root level to higher ups is an dimportant



SELVT t.v T th . Though tha't' had been”

- “done, " very 'often those " dec 1:_110115 had been hacked or =
~altered at a higher level.  Why should they organise

farpers -they. ask, 1f the important. decisions that had . -

'-_bg-.ep‘ aken by farmers ~_aze~ to be ‘trea ted 112____ th,at; mazmer.- Gl T

(iv) Obs

Three of the I canals- have been-rehsbilitated under the

ISHMF. Some SFC  have undertaken and sati afaL torily.
Y completéd - EORtradts “of lesE vthan Fsr 280,000 CFinal v

payments have Dbeen made . . There wab ne C‘I.lt.ic.l‘wll) of 1D L
“for dela.v:- ete; in thebe contracto ’ The IE‘_ e.xplained the‘.z_ R
‘arrangemen ts to *1 ve fur ther com tz'ac, ts during ‘the next

close season to SFC. He will provide materials e.g.
steel,metal 1f necessary; even cement which IiIs In short
supply. I.E. said that a portion (&0%F7) of Q&M funds

will be retained for expenses of I staff e.g. travelling
of TAA. The funds used to pay Tuwzout Attendants (Fatrel -
Labourers) whose services will be terminated will be made
available to DCLQ. The funds may not be adequate to pay
for labecur used for earthwork in 1) canals 1in full -

perhaps 60%. Hence shramadana for this purpose should be
encouraged.

The I.E. asked SFC to indicate which D canals they were
willing to take over for O & M on this basis. He said
~-js<-:.} rehabilitation works cold be done after take over 1If they
' had not already been done, Several DCLOs agreed. The
I.F. was more posltive than some DCLOs. (An excellent
attitude and compmpunication skills on the part of the

I.E.)

(v) Mi . _ An i s 1] 10

I0s indicated that, they have noticed that some problems
regarding water are belng sent up to higher ups seeking
solutions as 1In the Flow Chart, but very seldom do
solution reach the farmer who needs them. They seem to
be aware of this hlerarchical relationship.

e ———— e T
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.- Farmer

IO “are of the opinion that the future of the Farmer

Qrganisations depend on the benefits that the farmer
would get without any hindrance. -

(vi) Gd

ID has avoided handing over a single D canal for
operation or maintenance, One or two contracts were
signed in Implementation areas in mid 1989 but no work
work done for want of cement. DCLO is more backward than
in PSS and Minneriya. There 1is & poor relatinship
between I.D. vs. IMD and FOs. Promlses glven by D.I. on
his visit (e.g. re-use Amunas) are not fulfilled.

(vii) wmuwiihﬁimw
Farmers ' .

The DCLQ Chalrman and the other farmers met In this
Instance, indicated that the clearing of the canal bunds,
desilting were very poorly attended to by the ID. The
consultants of TEAMS were able to observe that the trees
grown by the concrete structures are grown with thick
trunks while only <the branches are being cut, without
uprooting the whole tree. The farmers rfurther sald that
although the ID estimates a particular job - say clearing
or deslilting, they perform it to a minimum level. In
fact they said, they organised a “Shramadana’® to desilt
the D.C. where nearly 60 farmers. worked for three days.
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CLHithert

'-:':tbe DCLU of.fie alb _and‘ the ID. offi_ ials.

Ya these maintenance : woz' - had b ..en ozganlsedw
through the I1.D. However faz'mez'* are z‘eluc ant to do
shramadana . since. . whenever they do. these, the .I.D.

'of‘flc.zal put in some ~check ‘1*01--15 and claim- the---mone.v
-“"Wiﬁb””all t;]zeae.‘ eomplaints L the. Qusul tants.. of_. -TEAMb_-:__.'-,-

obﬁezved that thez is .,mhidez'able dlspleabuz'e between"

‘(7ne D('L() Chairman L?f'i"ti'c?iqeci the activitiea of certalin
_.Jala Falakas"'. . The. D('LU Chairman says that because of
“thase " axposures ‘the I D range "OFficIals of ‘the “areéd ‘ars”
. now agalnst Jum - ‘ :

N(v111) M;nner:za An Jn13211eﬂ Hj&b a ngup Qf farm:r”

The group of farmers whom the C(Consultants met at
Hathamuna say that the multiplicity of officials of four
different organisation (I.D., IMD, (C.A4.S5. and G.A.)is
disadvantageous to them. They do not know to whom they
should go regularly for a water issue requirement or a
dispute; they- are raferred from one t¢o the other until
finally they get a letter acceptable to the T.34. or K.5.
who gives Iinstructions to the Fatrol Labourer. By that
time the rotational Iissue to their section of canal may
have finished and their fields suffer water stress until
the problem is solved during the next rotational issue to
thelir section. There are no such things as "F.C. level
farmer organisation” although there are "F.C. level
representatives” selected by consensus under the INMAS
Programme. As far as they were aware there were no
regular monthly meetings of a DCLO level farmer
organisation. They were aware of the Kanna Meeting
(seasonal cultivatlon meeting) for the Minneriyva Scheme
and the meetings of all farmers at the SPC level in each
SFC area at which the decislons taken at the Kanna
Meeting were announced and arrangements made for thelir
Implementation.




Ozganl 5a tion

‘ ”A-j-f'Ha;,:éi"éér,, the DC’LO C'hair au obberve

The Chalzman. aid that 1in the gonatltutlon <if the SECA
theze is.a cdause. to the EfTELt that the eatlmatea of = .
.the Farmer ..

tbe Works bhouldAbeldone in’conbultationiwiﬁh

‘were-not adhered to when -the estimates were. made - by the

e

1D Officials.  Although the contracts for some o the

" SOMEtIUCEION Works WeFe slamed by “the ‘Farmer opgamdsation o .

A~and some farmerb, they' did net get proper - estimates.

:*T Pétrol “Labsurers etc“* The * 1D " had wgiven -the
-rehablilitation works of RBI (fleld- «canal) @ te some
contractors outside the area. The farmers have
questioned why these I1rregularities happened. ID‘

promised to provide material such as pipes but they did
not do it properly. Some pipes were brought and unloaded
at Kaudulla, 2 1/2 miles away from the work site. '
According to the DCLC Chairman, the ID officials wanted
to do some work spending Rs. 82,0007~ at “Ginipeitti
Falama", which will provide water rfoer only 7 Adc.
However, the farmers wanted to build an anicut where a
large number of farmers would be benefited. Similarly
the I wanted some works to be done in FCs 31.32 and 33.
However, farmers disagreed to this. The works of & FCC
vere to be done under the Instructions of & TAs. Although
the farmers assembled several times teo get the work
moving, since all the & TAs were not avallable at any
time the work did not proceed.

It is interesting to note that there has been a
substantial improvement in the situation in 1880. The
unequivocal guidelines that should preferably have been
issued Jjointly by the ID and IMD from the central office
to their district level staff have begun to reach the
latter through the Minutes of the Steering Committee in
Colombo.

“that: thesé conditions =i

'szka"on the D canal’nab ‘done by a gzoup conaiwtlng of < o



i of - TAs’ -and. ".'WSe,
””’Giritale Schemes e T

-;\and the IEs are Positivelv 3upporting the prooess OfSHT:

handing over of the O0&M of DC system and its
rehabilitation to DCLOs in 1990. - -However, 1t 1is possesible
to’ observe that some resistance still exists at the level-
‘particularly,

in the ﬂinneriya andjwﬁ




'ng(a) the s immediate surroundings if;éfﬁ”ﬁ,ﬁﬁéii

.1

the process of institution building with a' focus on

Lo ey

Y THe  extérnal ‘environment 16 a ‘major factor impinging oh

' “grass roots- level farmer organisations ' External o ; o
ﬁqenvironment here may refer&to a complex set of importantlsliﬁnﬁf
”:variabﬁes such i T - ST e e

organisations, exemplified by . - the ehenging ”ébéio;“"

economic and political conditions and formal

. lérganisations associated  swith: ~-irrigation - and::

. agriculture,

-changing ideology, new policy formulation, values and
interests of various actors involved, and

(c) the past experiences of the farmers conditioned by
old policies and their implications In this
section, an attempt is made to deal with the above
factors in some detail in the 1light of empirical
evidence that has surfaced during the course of the
present study.

Historical and Situational Differences

Ever since the Cultivation Committees were established
under the provisions of the Paddy Lands Act of 1958
several divergent approaches have been taken by the State
to promote farmer participation in programmes for
irrigated agriculture. In 1965 a Special Project
Programme which can de described as a precursor of the
INMAS was implemented but the participation of farmers in
the programme was confined "to obtain farmer support to
implement a programme which the Government thought was
important +to increase paddy production” and overconme
problems caused by economic difficulties in the country.
The agricultural productivity committees of 1971-1878
were dominated by officials nominated by the Members of
Parliament. They did not have a grass roots mechanism
for the genuine election of office-bearers by the
farmers. They were used from the inception for the

" (b) the ‘natichalilevel policy environment, exémplified by



§{¢Cultivation Committeee +to- develop ‘a - planning: perspectivef-’*
ffor peasant agriculture e It was considered ‘that . the

,implementationEOf.the unpopularfPaddy Monopoly Soheme By e

' Lo OwAng - tosover oentralisation these committeee;.af
"lfailed to 'deliver the- inputs the farmers.: required att

affordable prices and in time

'With the . enactment of ‘the Agricultural Productivity Law,;;;_

;“'?che Government focused attentionat* a - ‘Yevel - which wag 7"

above the grass root level activities identified ‘with the .

area covered by the - Cultivation Committee was too small

fox. a, ~planning unit. . . It . was. therefore.:considered. . . .

necessary to have the Agricultural Productivity Committee
to. coincide - with the boundaries of:~ ‘a local authority.

. The" ‘Agrarian: :Services  Committeés whiCh' .replacéd the ' *

Agriculture Productivity ‘Committees in 1978 also used the
same areas of authority. Both these organisations failed
to recognise the organisational dimensions of major and
minor irrigation schemes so as to have organisations and
groupeg which could be responsible for the allocation and
distribution of water in these schemes.

In this respect, it must be mentioned that the more
recent INMAS pProgramme appears to be the . most
comprehensive and organised attempt to promote farmer
involvements in agricultural enterprise under small scale
farming conditions. This programme was however preceded
by several isolated experiments such as in the Minipe and
Kimbulwana Oya project and more importantly in Gal Oya
where the most comprehensive research and development
process for the establishment of farmer organisation was
implemented. Lessone learnt in this programme helped in
developing the institutional approach which distinguishes
the INMAS programme from all others owing to the pre-
eminent position accorded to farmer participation in its
development strategies for development.

A significant feature of this programme is the role of

- bureaucracy in the implementation of these gtrategies.

Farmer participation will have to take place with the
assistance provided by field level officials and others
who are specially designated for that work. Therefore
nuch of the success of the programme will depend upon the
commitment of the Government officials to implement the




: n;jfcf & communication development process

’Eéymboliﬂéd by the way. ‘in. which “the . project-manager de. T

expected to perform his duties. Much depends on the

"degree. of -active participation by ‘other ‘line agencies in - -

lending- support to this- programme;_in which ID persbnnel

'zﬁfihave the -noat critical role.-as. officials’ representing ‘the < e e

agency allocating and distributing irrigation water.- It

. hag. already been. reported that where 1D pergonnel:. havegf~kwﬁf.

"‘:7taken " the “inttiative  to’ émbark ~ upon” participatory'“'“”

management Byetems the response from the farmer community

- has_ always proved to.be excellént. . The entire. strategy£;$$j?;l;

‘for farmer participation will take the form of a human

L resource - development programme -within the broad*frameworkuj‘,

What are the historical and situational factors which
effect the five ‘irrigation systems? Are there any
gimilarities ? What differences exist between them ? In
the next few paragraphs, an attempt is made to deal with
-‘these issues in tentative terms. : : -

As is well-known, Kaudulla is the most vulnerable system
in terms of water avallability as its catchment is very
small. It getse the bulk of 1ts water from Minneriya
which in turn gets water from Elahera-Yoda Ela. The most
affected farmers are in stage II and at the tail-end of
stage I. This is partly reflected in the fact that the
cropping intensity according to the latest figure is 125%
to 175% per annum. In the other systems, it ranges from
175% to 200%.

The INMAS programme has been launched 1in the five
systemg., This has been followed by the ISMP. As for the
actual process of institution building, there are
similarities as well as differences, both within and
between systems. Let us first look at the similarities.

In all the four systems of Polonnaruwa, D-canal
organisations and Project committees have been
established. Yet, the most obvious feature in all the
system is that the D - canal organisation brings together
the FC representatives. While FC groups have also been
formed in some areas of these systems, most of them still
remain fluid and do not bring together even a majority of
farmers in FC areas.




_“an;all the?f v.r¢ysteme, the projeot oommittee system ‘has
" nét " yet beéen Ffully” integrated “Into ¥ Bystem  management

This is partly due to the tension that prevails between

' the project manager and the ID officers.’ Since the IMD .
Awgofficer is directly:-linked.to .the IMD in. Colombo at :the . .
“‘system level '*hé7? '

_fvirtualiy o operat' | -
administrative vacuum - The proposed appointment of the

| CUGA as ‘Additicnal’ DD/IMD hay remedy this ‘problem’ to Bome'_":'_i:l"‘-;”

extent However, in the four systems in Polonnaruwa,

. Project Managers appear to. have made headway in getting
- the” D-canal-level- organisations functioning.: : <

_fi;wThere is evidence observed in the field which Buggestsfif
" that many " ID: officialsi’do net ‘share the same perceptionT"-

of participatory management as is projected by the IMD.

. This 18 indeed unfortunate because a negative attitude by

officials dealing with the irrigation needs of farmers
can undo the positive aspects promoted through programmes

- for participatory management. At the same time it is

necessary to ensure that the new institutional order
should co-exist with other forms of organisation which
have designated functions assigned to them.

Policy making in respect of participatory management has
taken an important step forward by adopting a decision to
hand over the operation and maintenance work in
distributory channels to farmer organisations. Here
again, the active support of the ID personnel will be a
critical factor to ensure that farmers would be able to
develop and sustain an effective management in the
distributory channel areas. In a similar way, the
programmes to share Iincreased management responsibility
with farmers will have to concentrate on developing the
necessary capaclty among farmers to take over new
responsibilities. ‘

The analysis revealed that the situational and historical
differences do affect the growth of F.00. and hence 1is
important to bear in mind when comparieon is made between
the different systems. PSS, Minneriya and Giritale have
generally had enough water from the Mahaweli Scheme for a
cropping intensity of nearly 200%. However, there are
important situational differences even between schemes in




”rfDepartment.

the Polonnaruwa district. TFor example, the ‘difference in
the water between PSS which is fed from Angamedilla
Diversion and others which are fed from Elahera-
Minneriya Yoda Ela should not be forgotten. '

It was also found that a high degree of “dependency
syndrome™ is much more evident in the four schemes in the
Polonnaruwa District. It is interesting to note that in
these 4 schemes decision making in the past with regard
to construction, maintenance repairs, extent to be
cultivated and even the details of water issues depended
~on the interaction between.the farmers and the late Mr.
C.P. De. Silva in his successive capacities as a Senior
Government Official and as the Minister of Lands and
Irrigation during the 1948-1877 period. Such traditions
die hard.

As a speclal situational factor it is necessary to note
that, terrorist activity has affected all five schemes in
various ways. In the Polonnaruwa district the staff of
the Irrigation Department was unable to attend to water
issues for varying periods during the first half of the
Maha 88/89 season. The farmer representatives then had
to take it upon themselves to operate the structures in
the main and distributory canals. Our assessment is that

”this experience ‘aiqd something to reduce the"dépendeﬁcf’

'*Tsyndrome which had’ developed amongst ﬁhe farmners. . AR thisﬁﬁt;%u T

t;{district during the period 1948—

- on. their. water distribution functions by themselves

'fﬁﬁnuring the Yala 1989 season when the officials could noﬂﬁf*i,_H

safely move away from the head’ sluice, ‘main: and in some

B the DCLO representatives generally became still more

'fpositive in their. attitude ‘towards the. taking over of

distributory canals for O & M from the Irrigation

970. - At least -some’ S
T _ per eive “that in “the - '
" absence of" officials “they “would have ‘£ and- eould “earry ©

This Was more notlceable in thetxaudulla.-*

"fcases ‘the distributory canals for seVeral days at a timef‘“_}7“*"
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In the circumstances the field staff of the IMD and the
ID deserve commendation for their high degree of
participation in DCLO and Project Committee Meetings,
which gained acceptance from both subversive and counter-
subversive groupe as being non-partisan in nature. The
record of meetings of DCLO in Polonnaruwa district should
be considered excellent, considering the environment in
which they were held. Unfortunately the varying degree
of resistance that became manifest in the second half of
1989 (when securilty conditions gradually improved) on the
part of ID staff towards the actual handing over of 0 & M
and the entrusting of rehabilitation contacts to DCLO has
subetantially retarded the enthusiasm of farmers to take
on these functions. Broadly speaking, they feel that ID
etaff want to discredit the pollicy of handing over these
functions to people’s organisations so that they can
retain "control™ of them.

4.2 Inter-institutional Backsround

" In terms of inter-institutional linkages the functional
relationship between +the ID and IMD  1is extremely
important. During the early part of this study symptoms
of conflicts between IMD and ID have surfaced on several

~instances. Some of such incidents were already . described ...

~dn. Chapter 3 and few more are given below.:ﬁﬁﬁi e el

A ’f 't'h’é "--Prb'jéét Connt t'ﬁéé"‘ 'I'véé*tih'g"*‘ oi'::‘l_‘-’arak“rfamaf ‘Samudraya- -7
-+ ~heldon -the 22nd -August- 1989, serious -allegations were ..
.made by . a,_TH that .one af the, FToJect Manager s
.. . 8ta tements to tbe farmers about tbe availabi.li ty of' o
:  "¥i}funda fbr'rehabdlitatiam-of Iueld eanals,,had made At .. s
very difficult fbr ‘the fleld" officers to fhce theff e
Ffarmers :

V{—zThe out -comes of the Fbcus Group dibCUbbiOHB among the .
' Project Managers indlcate that in general the TAA are
.. ..het. In. favour, of the banding over. of. maintepanae wprk,,:,wn

i b0, farmer“onganisatlons aﬂnthey would losepﬁome«afgthﬂua;
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- On the other hand when TAA were interviewed, they were
of the opinion that, many farmer organisations consider
that thelr duties are "to report the matter" to IEK
rather than taking actlon by them selves. They also
complained that some I00 glve false hopes to farmer
organisations that they can get substantlal funds from
the ISMP, and that some I00 take sldes with farmers who
resort to 1rregular activities. Another grievance of
the TAA was that the IMD staflff and even the farmers get
trips abroad while most TAA are never rewarded 1in that
manner.

In the second half of 1989 the farmers were aware that
the management of water distribution is to be handed over
to them. There 1is enough evidence to indicate that the
farmerge are not very happy about the way Irrigation
Department labourers now do the clearing work in the
distributory and main canals. They complain that, very
often, the s8ilt and extraneous material extracted from
the canals are left on the canal banks when they will
_fall back into the canal with the next heavy shower. In
addition, even in instances where the farmers themselves -
attend to the clearing of the canals. without payment,
departmental labourers and supervisors tend to draw full
payment for such works.

. .The : observations . Andicate ' that . the Work. Supervisors,
h,'Technical Assistants and other ID officials do_ not' . e
" regilarly” participdte “in- meetings - and are.  therefore: NOL. i
. fully;-aware- of - actual - -field. -level. . problems.. of.. .the . . . . . |
. .farpers. This situation becomes further complicated as _
‘many . farmers are of the view “that™ the™ Irrigatlon”%y“ﬁ””’“““
gDepartment officials prefer (farmers . to _submit +thelrs o0 o0
- problems to ‘them individuaily’ a8 “this’ would ‘guarantee a e
. better: response:, while creating.a way. for the officials to
" ‘obtain’ ‘personriel benefits: from the farmers SRR S

‘There were instances bhere'eerfeln'rehebilitEtidﬁ“WOrks'“
.. relating to FCC and DCC were given . to private contractors“.

4‘1\3 P

nstahees»fh'

remsdial action was takon,
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In a particular Incident the Irrigation Englineer and the
Project Manager had vislted the site but had Instructed
that matters of thls nature should be brought to the
notlce of the Technical Assistant. The FC representative
had felt humiliated as thls Instruction had been glven 1in
the presence of the farmers. The =~ farmers had
subsequently questioned the capabllitlies of farmper
organisations 1In handling problems of this nature.

‘'In some rehabilitation contracts, the DCLO had signed
contracts for construction works on prepared estimates
but the escalation of cement prices had posed a problem
and had affected work progress. The rise in the prices
of cement had been brought to the notice of the
Irrigation Engineer, but he had indicated that he was
unable to help in this situation. Under these
circumstances there was bound to be delays in the
completion of construction works.

The Farmer Organisations encountered several constraints
in attempting to execute many maintenance work given by
~the - ID as many of the ID estimates for. these works were.
- found to be unrealistic. It was also alleged that there
were deliberate delays and bureaucratic red tape which
hindered progress. In addition, the farmers found that
the ID field staff were reluctant to give proper
instructions in the field. According to certain
’”?officials ‘these problems wére ' created by the - field staff . . .
L tho discredit the construction Capabilities of ‘the: Farmeri}j;ﬁf:
' ;Organisations ’ : SR

EPR SRR RN Taes, beedelmgliete ey '-_,_.'_,-;‘_,“_ e e e e U e e e

woo s oMany Coofficials: and-r. farmers: .- feel-.--that . -there . -ds ... -
‘Jt_iz,;_.,Mconsiderable displeasure between the IMD .and.. ID officiala“w .-
'ﬂéﬁ”fjgfﬁ;w?since the 1D had much to" lose«with the involvement ‘o f thef?fmgfﬁ
',IMD In fact it has been suggested that no opportunity
L is- afforded “£o . the DCLO to 'efficiently carry’:out - - .
'construction works 80 that ‘the IMD approaches could be'
.. proved correct..

"*There were many oecasions wherelthe Field Investigatorsp Lt
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eXxtremely unhealthy. In certain incidents, the farmers
have complained that only very few items relating to
maintenance have been completed by the ID and even those
completed have been of poor quality.

Although complaints and criticism of +this nature have
been made there are other instances - where the 1D
officials are being highly praised. For example, many
farmers and officials have shown their gratitude to the
ID officials for the manner in which they had arranged
the distribution of water during July, August and
September of 1989. ‘

The picture has begun to change for the better in 1990,
particularly where the attitude of the ID is concerned.
Although the ID 1is previewed to be a monolithic
aggregation, the changes 1in governmental policies are
gradually filtering down within it. Specially, at the
levels of the DDI and IEs there 1is a broad general
acceptance of the policy change and of the role of FOs in
O&M. At pregent there are no sufficient institutional
mechanisms to motivate the cadre of TAs and WSs to change
their attitude to suit the new policies, It is difficult
to visualise the emergence of a healthy institutional
environment where middle level ID officials who interact
directly with the DCLOs,..are able to accept the "winds of.
n_uchange".in policy and_institution building,-

':In terms of inter institutional linkages, another kéy;-fi? .

problem area is the relationship between the IOs and Vel
Vidanes (VVs). = In fact in all the 4 echemes  of

“"Polonnaruia 1t was” ‘possible  to hote. ‘fheidents where -
v .farmers feel that some- IOs tend to - gestroy--the -lmage cof e e
”f‘VVs ‘rather than” promoting FOos: Undoubtedly this g8 nan
area. where communication improvement is urgently needed

The observations made during this study Clearly indicate

that “although the irrigation  schemes undeér ISMP-are in an-: -~

advantageous position by benefitting from the ongoing
"exercise ﬂ‘; um,f;.;ff‘ﬂx : thrOugh ' :
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awarenesgs among farmers there is a need to improve the
awvareness among officials too about institutional
building under ISHMP.

Other than the IMD which acts as the main “"catalytic
institution” in developing FOs, there are many line-
departments with certain functional responsibilities
which are important from the point of view of +the
functioning of FOs, Therefore, the inter-institutional
background relevant to +the irrigation projects under
review needs to be understood in the light of the basic
functional inputs of these institutes.

There are several institutions or line-departments which
play an 1important role by being represented in Project
Management committees via middle level field officers.
These institutions, include the Irrigation Department,

Land Commisgsioner s Department, Department of
Agricul ture, Agrarian Services Department and the
Agricultural Development Authority. There are other

organisations such as the Department of Animal Production
‘and Health, ‘Agricultural Insurance Board, Department of
Co-operative Development and Commercial Banks etc., which
also make valuable contributions to the functioning of

the FOs
Ji};JThe importance of . the inter institutional inputs of the
';mline departments in the functioning of FOs could be
) visualised “from the 'activity gummary’ given below ..

et R R PRI P R I I T U SRR N I PP
i, Irrigation Department
SO e O L T R TR T e et R e e 0 s

NS R i TgL A el s me [ S N
S el Ol R T AN NS S P

= Maintehance of: head-worké &nd the. canal-het-work,:

_ "~ Civil . works .of rehabilitation of irrigation system
== Operation. ' of  the ~Irrigation System,l including "
‘Vx:planning,-implementation and monitoring of water

L distribution RN : T oo




ii. Lapd Commissioner’s Department

- Solve land disputes

- Land regularisation work

- Collection of O & M fees

- Liase with I.D. officials to resolve irrigation
problems

- Agglist in the prevention of Irrigation Offences
and in the prosecution of offenders

- Soclal welfare of settler families-

1i1. Agriculture Devartment

- Agriculture extension, crop diversification and
crop protection for higher productivity and higher
incomes

- Farmer training in agriculture and on farm water
management

- Supply of seed materials.

iv. Agrarian Services Department

- Supply of inputs through Agrarian Service Centres
- Agricultural Credit through banks ' :
- Crop insurance arrangements with the CrOP
Insurance Board ‘
- Initiate action in cases of damage due to animal’
N '%*trespass ST D D i e *“-~-'~-:¢MM”
~@ﬂ;§x1mplementation of the Agrarian Services Law \“, T
- Agsist in establishment of farmer organisations“"f'ﬁ”fiwf-wf
for water distribution

'j:— Provide insurance £or - crops and make indemnityggkg“ N
payments for crop failure : S

51

- Mohitor lévelé”Aof 'éupbi§ %bthaliﬁ aéribuifuf51$ h
.,h-ig.:.xﬁ.njinpuxs and . help in provision of suppliesr when ‘
R N S '”%shortages oeeur : : SRV RO




f fmonth b D,
varieties. Accarding tz.the subsequent disoussion thatﬁ”fff

'-'_-‘_'_-jj_at the previous kanna meeting
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vii. °t roduc

— Develop animal husbandry
- Provide veterinary facilities
- Farmer Education and training on animal husbandry

viii.Commercial Banke
- Agficultural Credit

The analysis revealed that these institutions tend to
operate independently at present without adequate co-
ordinated effort. The organisations c¢oncerned act with
the belief that their functions are "ends” in themselves
rather than "means” for integrated agro-based development
in irrigation schemes.

An important activity where the inputs from most of these
institutions are poocled together is in making decisions
regarding the cropping calendar. On several instances in
the study it was clearly seen that, due to the lack of
proper understanding, the importance of adhering to a
specific  cropring calendar has. not. Dbeen clearly
understood and followed by the farmers. For example at
the Project Commitiee meeting of PS5 held on the 2zZnd
“August, - several ISPC representatives  requested issue of.

__;Water.to be extended sinoe,some farmers have oultivated_4ﬁh o

developed, 1t was clearly explained that, those.farmers
who oultivated late Varietieu have fallcn in to this

qq5d1fficu1ty A8 TERSY HId RS compIy with rh decision taken”“”wﬂ

;dThP same 1ssue waes taken . up at the Projeﬁt Fommittpe--

meeting in buﬂneriya held on- 8th' September,.where the?ff

ohairman of four DCLOO namply Kumaragama, Fal Amuna,
‘Hafhamuna and” Kusumpokuna quuPFde extended isgue of
J_water, 1n5p1+9 of fhe deﬁisions faken at kanna meptings
' erely two examples of; : ot




meetings are two activities which take place at the very
inception of a new cropping season, which are represgented
by almost all the institutions contributing to the goal -
Integral Management of Regources in Major Irrigation
Schemes for Improved Agro-based Productivity. The impact
of the important decisione taken at theee meetinge on a
collective basis, 1f not properly implemented will get
elther lost or diluted. The development of the Farmer
Organisations into well established institutions, where
the members - the farmere can undertake activities on a
collective basis for thelr common good will facilitate
the implementation of these important decisions.

It was observed +that despite farmere being organised
little progress could be achieved, 1if the functional
departmente +tend to operate within compartmentalised
grooves. The study noted many instancee where officlals
of one institution criticisee the officisle of another
organisations not as a “"corrective measure” but more as a
way of "ecoring a point” without much effort. It was
also found that there wae 1little improvement in the
relationehipe between farmers and officiale of the line-
departments inepite of efforts on institutional
development and strengthening of farmer organisations.

’”It wae found that fhP long term benefite of insfitufional
strengthening of farmer organisations can only be

“if realisged. if there -exigte . prnper “epordihation: -sand- o

'*J;;000peration between the various.’ 1ine departments and,J~ R
“agencies involved. ' It haé beén noted clearly from the: = - o

field observations that most of these agencies tend to

SRS o0 2% § 4 O -iselation: -rather .. than. - Anoa. . cohegive - BANNEY «: v L Lo
.., Although the base has been laid down for the integrated'“_;: o
- approach’ by. gome - activ1ties like: “holding : pre-Kanna and: oL

Kanna meetings, DCLO. .and Project Committee meetings and

_{inistrict Agricultural Committee meetings etc., ‘not enough -
has - been - ‘achieved in’ integrating the resources of the””‘

différent agenciee to golve the farmer’'s problems..

e . The attitude of - bhe. farmers . and. their organisatione .at ...

*varying~leve1&~has been mostly -cvitical of official&w
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institution building is8 necessarily an integrated one
where achievement will greatly depend on improved inter-
institutional relationships. However, the existing
bureaucratic character in institutions may be a deterrent
to institutional building.

Naticonal Level Policy Environment:

Management of irrigated agriculture at the local-level is
directly influenced by national-level policy. The extent
to which the new policy formulations could guide changes
at the local level in the desired direction depends not
only on the appropriatenese of the policy formulated, but
also on the process of implementation and the local
responses .

The INMAS Programme represents a clear departure from old
policies which were aimed at promoting farmer
participation but did not envisage any significant change
in the 'bureaucratic management style. INMAS, on the
other hand pPresupposes such a change in order to
accommodate farmers in to irrigation management in a more
comprehensive way. This 1is a significant change in view
of the fact that the buréauératic management systems have

" almogt always resisted and marginalised grass roots level

ggﬁfarmer organisations

Tamewd ok
RNV SRR

- .".l" Lo e L. :;,..-.‘_. e o

'IAs"Maintained-”before; ‘actdal'"bérfd?maﬁcé”kcf‘Afﬁéﬂ“fNHAS:'

vNQnational pelitical will..through.. actual -implepentatien fo. ;.. .-

Programme would depend on many factors ranging from

“Tocal level responses ' Since IMD 18 responsible for»

' Tiimplementation of the programme, the role of the ID 13&}{;f}

somewhat . ambiguous ' The obvious emphasis of the latter

_”-'g:on the hardware aspects of 4rrigation. may- compel them - tog} .
- adopt ~indiffeérént attitude towards “ingtitutional -

“;change Moreover,“the conventional role. and the identity

of irrigation profeseionale can also be important factors

vpreventing them from appreciating the‘significanoe of non;;an




l‘“fﬁfare ‘Bt111 treatsd” ‘as officials “at least by soime farners; EETRAE
<L thereby ‘obtructing the :performance of “their eXpeotedﬂ? R
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The process of implementation is as equally important as
policy formulation. Impiementation is a process
involving the interaction between various levels. As far
as the institution building programme 18 concerned, in
spite of the positive action of early 18980 some
implementational problems are still evident. One of them
is the slowness on the part of the national centre to
respond to local level issues. This 18 partly related to
the lack of an effective monitoring and feed-back system.
Many issues that the farmers 1in the five irrigation
systems complain of have not been either properly
understood or quickly sorted out. Thege issues relate to
the functions of farmer organisations, rights and duties
of farmer representatives, legal rights of farmer
organisations, rules and regulations governing the
activities of the F00, etc.

The implementation of the institution building programme
at the local level is not without problems. As discussed
elsewhere in the report, the lack of co-ordination among
the diverse agencies involved and the incapacity of the
PM - to effectively deal with such issues make
implementation that much more difficult. Moreover, the
perpetuation of old attitudes and behaviour patterns by
both the officials and some farmers, tend to 1impede

- - change.. . For.example,  institutional organisers who are

expected to catalyse the process of institional change

functions. (It should however be noted that ‘their

presence and activities 1in the farming systems in

W PoIonniaFuwa © hdve T résulted - in the renthustasm: that: -mANY . r v o

- farmers- display- today )--. While. there-.are significantwA_._tﬁ___i‘
" rdifferenices among: 1nstitutiona1 organisers Anctérme - of o o

their capacity and performance,' proper orientation,

| f;guidance .and. monitoring could bring about a considerablef,j;.;g;

_ degree of uniformity. Apart from external control ‘and
“inputs; institutional organisers may- also learn from each. .

Awother through systematic interaction, exchange and
“fdialogue"n_ el T e T e e e e g
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Farmer response to new policy initiatives seem to range

from indifference +to enthusliasm. While some have
reservations about then, others treat them as new
opportunities. The reason why many farmers have doubts

about new policy initliatives is that their past
experience has shown the futility and short-livedness of
externally imposed programmes. Many local level
institutions have come and gone. Others have been
absorbed by state bureacracies. This experience tends to
forewarn the farmers that new farmers” organisations may
also meet with the same fate. '

Farmers on the other hand cannot ignore policy changes.
Firstly, even 1f they ignore them, they are going to be
affected by them, directly or indirectly. Secondly,
given the gravity of their day to day problems, they are
compelled to take new policy changes seriously, at least
for a short while.

As 1s evident, farmers in all the five systems in
general, particularly those who experience serious water
and other diffieulties, have taken an interest in the new
institutional building process, particularly the FC and
DC 1level organisations. This shows that they have
expectations from the new system. Thelr interest and
enthuslasm may soon be elther sustained or retarded
depending -on:thelr actual experience with the new system.

__'Ii' they could Bge . that the _hew system is a potential -
fsource of relief in dealing with their diverse problems;ﬂﬁ

~~then they:may get more and. more:- ‘involved;: thereby settingﬁ_;afw

in motion the process of mobilisation of local people and

.,.resources ..An order ~to attain, ..a _higher level .of
productivity and - social”harmony in the maJor irrigationwp¢uw
:.}f”projects,_,-'“ - : : ST o =

' “The establishment of farher”bréahisdtiOns'(FOs) and their

‘..participation ':in . irrigation . affairs presupposes.. a .




The establishment of atomised peasant communities through
the distribution of privatised small holdings of land
among the original allottees reduced the need for co-
operation among farmers. Subsequent social changes,
exemplified by increasing differentiation, fragmentation
of holdings and competition has aggravated the above
situation further. Since what 18 bred under such
circumstances are disputes, misunderstandings and
conflicts, the relevance of +the establishment of the
catalytic process is all the more evident.

Can the highly individualized farmers be brought into a
collective organisation? If the answer 1is 1in the
negative, +then nothing short of the abolition of
individualism or the establishment of collective peasant
communities can 1lead to the creation of collective
organisations. However, 1if this 1is actually the case,
such a radical departure from the present state of
affairs appears to be too much to expect, at least in the
immediate future. The question therefore, 1s what
alternative actions are possible.

Empirical evidence suggests that farmers in general are
willing to «come together and work together as a
collective group at various levels, so long as they are
convinoed that suoh actions can lead to beneficial

.

results? The first question relates to a process and the

7 gecond -tog. their. -actual-..conditions . and: problams.a;@gtﬁpqwgﬁﬁwwﬁﬂQJE

%:first focus attention on the seoond

Ohe  looks -fbfi.collectivé remediesf wﬁénA h' finds% 

“-individual . efforts. to ..deal - with- problems to.. be . i

' 1neffective “As for the farmers’’ problems ¢an’ range “from - 1

those associated. with. irrigation: . to  difficulties in
securing inputs. Nevertheless, these problems do not

'5ﬂ chfront all farmers equally, as: the 1atter are often,;.;




- 79 -

As is well known, all farmers in major irrigation systems
are concerned with water. Yet some are more concerned
than the others, depending on the degree to which they
are affected by water problems. These variations can be
found not only within systems but also across systemic
boundaries.

None of the irrigation systems +that come under the
purview of the present study 1s characterized by complete
equity 1in water distribution. Yet, 8ome are more
equitable than others. For example, Kaudulla not only
has more water problems than the others, but also ranks
low 1in equity terms, particularly in view of the
disparity between Stage I and Stage II.

As mentioned before, apart from the fact that the farmers
in general operate their individual holdings as separate
family farms, there are other factors that impinge on
irrigation management and farmer organisations. Some of
these are changing tenurial arrangements, fragmentation
of lands and thg‘violation of rules and regulations, at
~ least by some farmers. -

The above <conditions have reinforced 1individualist
tendencies among farmers thereby preventing the emergence
and sustenance of collective organisations. Since most
farmers attempt to optimize their persohal'gains, often

.- at;.the ..expense ..of - othgrs, their.. behaviour tends

- -apd:-influential fArmers... .. .. .r. .:. ..

" bromote disharmony, disputes -and . conflicts Within thefuif"xh

4H'farmer community ' In - the absence' O AR effective*45*ﬂ54

adjudicating system, such conditions favour the powerful

4;.;:Héjéf irrigation lsystems in Sri Lanka Lare directlv‘r_. :
managed by 'system level bureaucracies under the guidance® 7

.. ‘and supervision -of .regional: and- national -authorities. . -

'»The ‘five: systems under study are not .- exceptions to this: "~
- ‘rule. ‘ L - :

o Under a. bureaucratic system of management, it is naturaln_
userﬂ become .hclients fg

I R A M TP TP T I



;l;diverSe forms o Some of these obstacle
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users are virtually reduced to the level of individual
clients, they tend to be alienated and marginalised
within the irrigation system.

In the absence of user associations, this collective
influence on the management 1s virtually non existent.
Though the 1irrigation infrastucture constitutes an
integral part of their means of production, farmers do
not necessarily perceive it as such. This 1is evident
from their attitudes and behaviour. They do not often
have the same positive attitudes +towards irrigation
infrastructure as towards their own productive property.
It 1s also a well known fact that many farmers neglect
thelr obligations and duties relating to regular
maintenance of irrigation canals.

The establishment of farmers® organisations at various
levels within Irrigation Systems is an attempt to deal
with the above state of affalirs and bring about positive
change. The main thrust of the INMAS programme and
institutional development under ISMP seems to be the
assumption that the farmers should no longer be clients
of a bureaucratic system,. They, in fact, should become
partners in the management of irrigated agriculture,
including irrigation management, so that the management
~Bystem is based on "user-support”

The‘latter, of course, is easier said than done. This"is

'Ybecause ‘such - a- strategy is.~bound : to.. face .obstacles..of = . . .

are internal to. .

the local setting, the rest émanating From tHE externa1”?¥¥ﬂ@ufwﬁk

environment. Since some of these internal factors and

“dynamics . -are . discussed.:.in. detail. .elsewhere . in. . this . . .

. report, the. focus  here, ,is_ largely on the external

- environment... So' g8, far .as the.. local .environment 13@ 1:;;f'““‘

concerned 'the discussion here is  in the' form of

"Tj background briefing

Farmers in Major Irrigation Schemeés do not constitute
homogeneous co-operative communities. They not only

“:1;coperate;'on /individual/family .terms. but,. .in. .fact. .often . |

with one another;for & share of &caree resourcesi
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financial capital and wage labour. So those who have
easy access to substantial land, water, finance and other
inputs are in a better position than thosé who do not.
Soclo-economic inequalities in the major 1irrigation
systems are by and large linked to this mal-distribution
of production resources and unequal access to avallable
opportunities.

The ensuring of social relations of production are of a
competitive kind. They compete not only for land but
also for irrigation water which is a public good.

Farmers have differential access to water within an
irrigation system. This may be related to their
geographical position within the system, for example
Head/Middle/Tail end, s8oclo-political influence, nature
of irrigation infrastructure, political influence, or
even seasonality. Those who have easy access to water to
their fields do not feel the need to co-operate with the
rest who are often convinced that some co-operative
action is needed to rectify this anomalous situation. On
the other hand no effective co-operative action is
possible without the participation of ‘virtually the whole
farmer community because some of the problems are caused
by the actions, or even inactions of some members of the
community.  Any attempt to establish viable farmer
organisations, therefore .should necessarily take thig
aspect into account. This appears to be the rationale

:néthe report.“

”“”behind ‘the’ catalYtic proc”sé which is disbussed elsewhere*ﬁwfnf



5.

CATALYTIC PROCESS OF INSTITUTION BUILDING

5.1 Training and Education within Catalytic Process

-. The . training
*_orientationzﬂ”':;g;;.:'-il

In the ISM Project the development of Farmers”
Organisations is an important component of the
institution building process. Creating awareness,
imparting knowledge and upgrading the skills of personnel
involved in a programme is the key to the success of a
programme of this nature. This knowledge and skill
bulilding process needs to take place at different levels
according to the different groupings of the personnel
involved. Furthermore, the techniques and methodologies
used 1in such processes should be tailor-made to the
particular target group.

It was found that Farmer Training under the ISM Project
takes place at 3 different 1levels - i.e. (i) at Grass
Roote Level - i.e. the farmers and FC representatives in
a DCLO, (ii) at the Middle Level - i.e. committee members
of several DCLOs in a particular scheme and (iii) at the

- Higher Level - i.e, groups of DCLO members from several

schemes. The analysis‘ revealed that a considerable
amount of training activities has been carried out in
Polonnaruwa, by 1989 whereas only a marginal training
component 1is being implemented in RBE oprior to 1990.
This situation has now improved. The main reason for the,
difference may be due to the lack of an effective

Ad__”.intitutional structure . with key personnel Buch as. IOs &Jiu..:uﬂ;,
o __\IDOB in RBE.. : _ IR IR T

The component of training of farmers at the grass-roots
level is mainly confined at present to the FC
representatives and farmers 1in a given DCLO area.

_ _-Generally these . programmes are also being attended by the "~ -
U DALOT dhalrman T8 other commibttes ! members U Phe AR
.- organiser of such training-is .the I0. ~The 10, chooses .a . .- - .
.. community .centre or a" scheol’ building which ig’ convenientf!ﬁWn?.“' "
;to the farmer community as the -location for training.
The resource personnel are generally the IDO, the Finance
,,Assistant of the scheme and the 10 of the specific area. . ..
programme isnmainly directed towards "farmergdu. S




':Qmembers Join““

“Asufficient to'make a aignificant impact.”

Irrigation Systems at DC level and below. Attendance is
generally 15-20 participants. However, on sgeveral
occasions it was found that the farmers have' requested
the organisers to reduce the duration of the programme.
The reasons for this lack of a “"felt need” on the part of
farmers for a training programme of this nature and
duration need to be spelled out.

At the s8cheme 1level, training programmes are being
arranged for committee members and farmers of several
(about 3) DCLOs. In these programmes participation is
high, about 45 to 60. Although the main organisers of
these training programmes are the IDO of the scheme and
the I0s8 of the respective areas, the services of the
offlcers o©f certain 1line - organisations as resource
personnel are regularly utilised. Although this 1is a
very healthy approach towards organising multi-sectorial
training programmes where the different sectors are well
represented, the present study did not notice any
significant involvement of the officials of the ID (one
of the most important institutions) in these training
programmes.

Apart from class room sessions, the present programmes
include a component of some Local Study Tours where DCLO

In Polonnaruwa an Intensive Training Programme had been
arranged and conducted to upgrade the knowledge,
fattitudegeand skills of the xeprepentatives of DC Farmer

_Organisations on Distributary Canal Management. =~ ‘Sihcg =1

‘"ﬁﬁgthis programme is meant--for . a- Selected group.. involvingw_té: 

presidents, secretaries,'treasurers and water managers of i

DCOs in all the 4 schemes in Polonnaruwa, the Project
4 Manager acted as the co-ordinator of the training
. programme . The  entire training programme covered 4

;ﬁf*sessions'”" n,f:“"ion running for”S*d"*3and 3ervin8 -8




The programme covered a wide array of issues related to
Land Settlement, Agriculture and Agrarian Services in
generai and to Water Management in particular. The group
of resource personnel was quite strong, and were selected
from among those having expert knowledge and experience
in the related field. The training techniques revolved
round Panel Discussions, Lectures, Film shows/Game
simulations, observations and Recordings, Case studies
etc. Unlike in the training programmes at the other two
levels, the participation of officials in this programme
was very high. This may be due to the fact that the
programme was prepared by the training personnel of the
ISMP consultants themselves with adequate planning as
compared to the typical public administration approach
adopted by state officials.

It was found that the original batch of graduate 1IO0s
recruited at the inception of the ISMP, were given a
comprehensive residential training programme at the ARTI.
Although the content of the training programme was not
reviewed 1in detall within +the present study, the
interviews conducted among some graduate I0s indicated
thelr satisfaction with the training programme.

intensive training at the inception (March 1989). This
training was organised and conducted by the Farmer
Organistion Consultants of the ISMP, with the involment

"’of"IMﬁ'“éhd"ID“staff'“bf"Pdlonnaruwa Rangé' -and " "the

consultant, IDOs & Project Managers and one Irrigation
Engineer were in the key Training Team.

l=‘-v.;'~1o£fieiale of the. Depaa:tments of -Agriculture: and Am:.*alriem"j B
'Services as ‘Resource Persdnnel: ~ THe Farmer Organisation%-r" L
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The composition of the programme in terms of the key
areas 1s as follows:

Time Devoted

Background information on INMAS,

ISMP and IO Programme A 5 hrs.
Role of I0s 12 172 ﬁrs.
Community Development Activities 9 1/2 hrs.
Irrigation and Water Management 8 1/2 hrs.
Farmer Organleations 25 hrs.
Agricultural and Agrarian Matters 13 hrs.

Other Topice & Time allocated to

Programme Review 12 1/2 hrs.
Games, Simulations & Field Visits 11 hrs.
Evaluation 4 hrs.

Seminar _ L .“.;.6. hrs. .

The structure of the existing training programme clearly
indicates that much emphasgis has been given to developing
the knowledge of 10s in Farmer Organisations,
Agricultural and Agrarian Matters, Role of 1I0s, Community
Development Activities and Irrigation and Hater
Management. The content of the +training programme in
these areas 1is qulte reasonable. However, no serious
attempt had been made within this training programme to
provide sufficient training in “"developing the commitment
and skills” of the I0s as Change Agents which is regarded
as their main role. Perhape the time-frame of 2 weeks
did not permit any enlargement of the scope of training
without further reduction of ite depth.
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Most of the Institutional Development Officers and
Financial management/Monitoring, Evaluation and Feed back
Assistants, are the graduate I0s originallyrecruited to
the ISMP and subsequently promoted to the positions they
now hold. Most of +them have previously had
comprehensive training, thus providng a reasonable base.
However, facilities for re-training and further training
activities to improve their efficiency &and effectivenes
do not exist.

The Project Managers are the key personnel on whom the
success of the ISMP at the scheme level will depend.
Almost all of the projJect managers have acquired
sufficient knowledge and skills in administrative

organisation and development at the project level. They
also Beem to have acquired sufficient understanding of
the ISMP. Some of them obtained training abroad on

topics relevant to the ISMP.

The Project Managers (PMs) also had the opportunity to
participate in the ISMP project review workshop held in

April 1989. They also took part in the workshop on
Management of the Irrigation Management Division under
the Institutional Strengthening of ID and IMD Project.
These workshops proved excellent opportunities to improve
thelr effectiveness. The PMs were not invited to the

" Workshop of the review of the Interim Report “of the

. present study. However, the other. .key profect officers .. [ ... .

t'were An.. attendance and have imparted the observations to;;;f_

‘thé PMa*" and also ‘have * generated a “widé  range of "
corrective actions-based on the discussions.

-There are several different levels of involvement in thei&

:‘QQJISMP anofig- the fermers and officiala concerned

' j;eiiThe farmers (excluding FC . representativee and DCLO,_'jf_a,.,ﬁ,
v office - bearers) Since most ‘of - thée * original ‘LDO-" - - :
- allottees have now given their lands to' two or: three, :
of their children who ‘function as the water users and
the, operators of . the dand, it is likely that there: areni‘




c. The three office bearers of the DCLO (including the
DCLO representatives in the project Committee). There
are approximately 183 pecple in this category.

d. The TA and W35S of the ID‘and the I0s, IDOs, FAs and
MEFs of the ISMP.

e. The Project Managers and the IE, the GA, Addl GA, DEI,
ACAS, ADA etc. There are not more than 15 odd
officers in this category.

Training farmers in operation and maintenance activities
and in developing farmer organisations 1s one of the
goals of both the INMAS programme and the ISMP. For
geveral reasons, it is questionable whether the approach
to the development of the human resources of a farming
community which 1is implied 1in the concept of "farmer
training™ is 'itself valid, for several reasons.. 1t may
perhaps not be unfalr to comment that those who want to
train the farming community are sure that they possess
inert knowledge which they can input into the farming
community so that the farming community in turn can
odtput this knowledge in participating in the activities
. of farmer organisations. =

'fknowledge required by FE repr "ntatives £ Funetion ms

water distributors and organisers of maintenance within
" the ‘FC area, and to participate as committee members. of
.the. DCLO responsible for water distribution and organise

ghE maintenance “¢f the ‘dlstributory ‘canal ‘system in: Ehg

:DCLO area, may not be of ‘interest to the great majority-"v

77%;ﬂo farmers fwho*.»may; . not . aspire - to become L FC. .

representatives T This’ is' perhaps?7the “reason hif'573

sttendance at the level of "farmer training" organised by
ISMP 1is poor, and the farmers frequently request the
if;organisers ‘to. cut -short -the. training Programme. - There As .
TEBV: ?some ﬂegreélof resistance onvbhe part 0i-xhex




It is observed that the entire training prqgramme at all
levels of ISMP 1is8 expected to be implemented by the
Sociologist of the Sheladia Consultants and the higher
level and middle officials of the departmental
organisations concerned, 1in addition to their other
duties. There are no separate full time training
officers at any level to run the +training programme.

5.2 Role of Change Agents

The experiences in the "Gal-Oya Farmer Organisations and
water Management Project” which can be considered the God
Father of ISMP, showed that effective development of
farmer organisations can be animated and nurtured by a
catalytic or a change Agent Process. Although the change
agent component is present at varying intensities among
different levels of personnel involved in the programme,
the most effective change agent could be the
Institutional Officer who interacts directly and closely
with the farmers. Therefore in dealing with the
evaluation of the effect of the Catalytic Process, the
role of the 1I0s8 as change Agents requires specilal
attention. The evaluation of the role of supervisors of
I00 i.e. the 1IDOs, Project Managers and other IMD
officials is also important ' : ‘

_“_1;?he role pf the 103 1n the catalytic process in ISMPfffff?fj:
TGSUIE T BS T receriTBed T Iin'  rdTatTon X T the PO LToRAng < i

functions:
7

i. ) As a motivator influencing a change of opinion
;?f'}jz‘attitudes ‘and ‘behaviour of- farmers Gt -' '

11, "Ag a tralner of farmers S .
Lo 1dk.. As a chilitatormto develop farmer oapacities and S

ﬂa=ﬁa:capab111tiea T T e T T

iv. AB a reporter to higher 1evel officers

. The analysis revealed .that. the graduate 108 especially
.p.rhave taken an agtive part 1n organising the f&rmers °£;'J'“'
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I10s programme has encountered the problem of high
attrition rate from the very beginning and it has even
led to misgivings among certain quarters about the
usefulness of insisting on the deployment of 1I0s when the
right person does not have an incentive to stay with the
programmme. At the same time opportunities for all 10s
to obtain permanent positions as 1I0s have also been
rather remote and this has been the view which has gained
acceptance. The development of a new cadre position
called the Institutional Development Officer (1IDO)
provides prospects for promising I0s to obtain permanent
appointment 1in the new cadre. Thus the new IDOs will
work as Supervisors of I0s at the field 1level, and
already the ISHMP area has been posted with some of these
personnel. '

The manner in which the new appointments have been
experimented within the ISMP leaves s3ome questions
unanswered. Firstly the hands-on experimentation on
the establishment of FOs with the assistance provided by
the catalyst should have been continued into the new
project. Regrettably certain parts of the good work done
in Gal Oya therefors fell by the way side. It seems that
the ISMF to some zxtent has misinterpreted the necessary
interaction between I0s and FC 1level groups, having
forgotten that in the majority of the cases FC Level of
Gal Oya is equivalent to DC level in the ISMP. Secondly ,
;ifhe txainlng giVenﬂto the new”IOBVEeeruited from amongﬂ:‘

““{nadequate. - It is'observea that: ‘the i
training f01 these new I0s has affected the quality of
their performance. Thirdly the programme associated with
the recruitment and deployment of 103 has not Dbeen

properly monitored to ascertain the issues. .concerning . the .

_conceptual content of the Programmes. Although the
solution “hag; Heen: ,effecned"‘" Hretain’, the ORI P EL I

‘Posts” by the. Yedriitment 6f A Level eandidates, who are..f?

less 1in demand for employment the extra-effort reguired
to raise the standards of their performance has not
received adequate attention.



Indeed an important issue which needs to be resolved 1is
how to offer some career prospects in the sector for I0s.
In view of the unique nature of training apd experience,
obtained by the I0s at the field level it 1s necessary to
publicise this fact and persuade line agencies working in
the rural sector to recruit personnel from among I10s so
that the experience will carry extra welght for gainful L

n”fﬁempw,yhent. opportunities.uﬁifgiﬁt present no’ such;;.ﬁ'”‘

'arrangements exist even within the ranks ’of ‘the same
ministry under which this programme is being implemented.
The IMD is expecting +the I0s to play a vital role in the
“human resources development” among the farming community
without accepting its responsibility to provide carrier
~development. and continuity of services of the IO0s as an

s fRoTtant - hmsh: reésource. It A& éxtrenely difficult: G

recognise how such an attitude can be expected to yield
optimal results from the young 108 1in the catalylic
process.

Investigations have revealed that the role of the I10s
has been misconstrued as the farmers and their
representatives have not correctly understood the role

of I0S. In some instances farmer representatives (FRR)
have regarded the 1I0s as a "go-between" vis-a-vis
farmers and ID staff. In fact at a recent Project

Committee meeting there were serious digcussions where
certain FRR adopted the position, that they do not need
I0s as they them selves can get things done from ID field
etaff while others .criticised that 108 have Dbeen
ineffective as "go-betweens” .

The analysis revealed that many farmers and FRR feel that
the 108 duties pertain to performance at the field 1level
as a typical state bureaucrat, According to this view the
I0Os are there to orgnise "Shramadana™ and to act as an
agent of the Project Manager in order to maintain the
bureaucratic structure and to play the role of a
supervisor at meetings of farmer groups. On the other
hand many farmers and FRe think that the 108 are state
officlals who are there merely to co-ordinate the inputs
of line-departmente and to solve farmers® problems.



‘féil these different'}viewa 1have emerged due to theﬁﬂ
‘g;gdifferent functional activitiesof the IOO-&B a. changeﬂ;
agents. Undoubtedly the I0s will have to play a role of °
this mixed nature in order to carry out their catalytic
task effectively. However, the fact remains that the
%}farmers have notneer ectly . underﬁtood th' ole. of.. 100 =dgg
- the” ISMP ‘based’ impleﬁentation programme;~ as;ﬁfailed to%ﬁ
:..create- an ;avareness . among farmers the the functions ofuﬁ

“the 100. - 3 - A

This situation becomes more complicated as the 1I0s
'themselves ‘over do- certain functions "in order to gain -
: authority and 1mportance in their functional environment.wc
_‘_,ii was found that some IOs have emphasised whenever*“

‘water- problems arise that “the FRR ‘should ‘contact them
directly instead of the ID staff in order to solve such
difficulties. It would have been much better if the I0s
can show ways of solving such problems rather than acting
as an unnecessary "go-between”. In fact if I0s can help
solve problems, this would improve the relationship
between I0s and the ID field staff. Similarly, many IOs
have over done the role of "doer” in shramadana’ etc. as
well as in the role of “problem solvers” for farmers and
the co-ordinator of inputs of line-departments, to such
an extent that I0s themselves have forgotten that they
were sent to the field as catalysts.

In many instances I0s have failed to recognise that they
are catalysts who need to play the rple of “behind the
scene” faclilitator and have even become de facto farmer
leaders. One of the main aims of the farmer organisation
concept in the 1irrigation systems 18 to develop
leadership qualities among farmer groups even without
using "farmer leaders™ and the result in this sense has
been the creation of a bureaucratic leader. It is worth
mentioning that if I0s continue to assume farmer
leadership, then the effects of the dependency syndrome
will be prolonged and therefore, the intervention of IOs
will ©be counter-productive to the very cause of
institution building and farmer participation.

It was found that the confusion in regard to the role of
the I0 is prevalent not only among farmers and FRs, but
even among the field officers of the 1line departments.
Perhaps the more interesting point, 1is that the 1I0s
themselves are confused about their own role. Field



bureaucratid agent

more as. subordinates to operate and maintain bureaucratic

- gtructures rathez than asg’ change agents' to assist in ’

buildinsfarmers°r€anisati°“8

-

’out some_ administrativef

funetichs’ “&uch a8 collecting fntoriaticn “and” submnitting "

them for monitoring purposes. It is understandable that

. -basic: informatien..is necessary to' work .effectively -as’
'-_.._,.;change agents. but 1f thi& administrative work consumesi_-i-\:-_:-.:;

o earry Out their primary function ' Another danger in‘”'
.undertaking too much of administrative work is that as

the project matures, the Project Managers could possibly
take advantage of the involvement of I0s in
administrative matters, and in the end the I0s may be
considered as an “assistant"” to the ProJect Managers.
Unfortunately, it is difficult to identify any wvigorous
activity in the field of “on-the-Jjob training”,
evaluation and discussions through which 108 can obtain a
better understanding of their primary mission.

On the other hand, the image of the I0s in the minds of
the farmers - as a "mediator™ “facilitator” and a
finstructor“ tends to build up a picture quite different
to that of a change agent. The study revealed that the
I00 are presently emerging with an image of "an easy to
approach officer without official powers". If such a
distorted image 1is allowed to prevail in the minds of
the farmers for too long, damage to the effectiveness of
the entire catalytic process would be possible.

Monitoring., [Evaluation and Feedback Related to
Institution Buildina '

Monitoring, evaluation and Feedback (MEF) of the
activities of a programme are of primary importance to
determine its impact and progress in terms of efficiency
and effectiveness. Continuous monitoring and evaluation
done at specific time intervals during the life span of

the programme, would help to take any corrective measures
necessary to ensure the intended results.

WY -3 7,It is surprising to note that;~g,L.h
e even the Project Managers themselves ‘make use of the 108 -

‘ found that vthe .IMD administrative structureh¥ﬂm_dﬁ:




ja'ct'ivities Sl :f"-xf iSM‘ Project T A
particular” section deals “With® "'review of the MEFTI
' activities related to institutional development aspects.
"ISMP has incorporated ‘monitoring and  evaluation”

'"~activities~into its ‘project ‘activities: through: several.:

.dfuﬂctions ‘The “importancé” the ISMP has attached to MEF:
de. clearly‘ seen. by %the. . appointment/introduction of a

,fFinancial Management/Monitoring;uEvaluation and Feedback-t
Assistant to each of the Projects. ’ The FM/MEFs throughfﬁ
the 10s supply monthly information for monitoring and
'evaluation ‘ This-information is - supplied on ‘a format'

“lggreferred “to a8 Institutionai officeérs Monthly "Report. - -

. f_The report consists of three sections,' namely General ‘l

) Information, Evaluation of Farmer Organisation Activities
and Utilisation of Time by I0s.

The first section deals with some basic information about
the particular 10 and the identification data of the
DCLOs for which details are provided. Information about
two DCLOs can be entered in one reporting form.

In the second section, the I0 1is expected to evaluate
some important activities of the identified DCLOs, 1in
respect of the month under review. These activities
cover, the performance of the Field Canal Groups under
the DCLOs, +the number of DCLO meetings held, the
rerformance of DCLOs and the constraints faced by the
DCLO.

In the third section, details of man-hour utilisation of
the I0 in 40 different activities are required. This is
a very tedious exercise where the 108 are instructed to
perfect the report forms making use of notes kept
systematically in a diary.

The use of this kind of evaluation technique, utilising
detailled reports has many advantages and also
disadvantages. By requesting monthly reports about some
specific activities, the reporters (in this case the I0s)
are tied down to the “given" project activities, helping
the I0s keep a close and continuous track of these
activities.- After some time, the I0s will be conditioned



wTﬁhand ‘as the processjgathers,momentumr,_

*'{Conaideiing ;fhe ”limitéd mman puwex anllable foz ,
feed-back in the light of the variety of the number of

important-ractivities -taking place; - ‘PTOpPEr. adherence to. - =
-bthlb_chortlng systems may .be. dlfflCult On the otherg#¢2¢:f

tled to a 11g;d activity pxogramme and some flex1b111ty“

 reporting is ‘cofif inad 't6' a- set £OTrmat.

.  It was_albo found that 1equir1ng the IOsL Whosgimain-

missicdn is to play ‘the role- cfr"change agents” ﬁb‘fill”
" detailed ‘evaluation  forms monthly would dibtxact them

~-from their- primary -task.-~ In' fact,  one 'may argue-<that " "

this typre of MEF work can strengthen bureaucracy rather
than build the institutional vigour of farmer
organisations. ' ' e R o

The 3Study also revealed that although a programme of
Pilot Areas is being. implemented, the objectives of the
Filot FProject Areas are not sufficiently clear teo the
implementation. Certain documents of ISMP describe the
rilot programmes as an attempt to secure integration of
project components confronted with a diversity of
rolicies from many government line-agencies involved in
the project area and to secure some control over the
"project implementation process”. In general the "Pilot
Programme"” is considered to be a "learning-by-
implementing”™ process, where the specific activities of
the programme can be- - tested in action, while taking
corrective measures when necessary,. It seems that the
Pilot Area Programme in the ISMP was not structured for
this purpose.

At the very 1inception of the pilot ©project area
programme, there were 5 pilot projects: 4 in Polonnaruwa
in each scheme under ISMP and one in RBE. There were
several important observations made in the pilot-areas,
which were used subsequently in improving the programme
in those areas. These observations should form an
important part of the evaluation method and feed back to
improve the overall programme. The pilot programmes in

PUHEEIVEYLEE 18T requited, The”monitoring of "thése’ newlv”“:hmffr
=&adopted »aetivities ceuld notpﬁbe undertaken if the~ o




ERO TR

PR N

s _in Polonnaruwa‘Dietrict were Btarted in 1988
" Baged on ~their = experience, ~ programmes £or 22
- implementation areas. Were. .started .in 1989, . In these 22n

_ l:iareas ‘the’ approach was ‘an’- outCOme ‘of leBBons learnt guch
7 aBh the need for': reorganising and selection of FC™ level

groups and DCLOs using new constitutions for the latter,“

‘.wgehange from» R) level cemmittees - ®with . no«lgeneral;

Qmembership to DCLOs with an elected executive COmmittees.;

iﬁThe present study revealed that monitoring evaluation and

"lﬂgfeedback aotivities .are” not. taking place with sufficientQ
'ﬁhfvigour Statements -are being. prepared under the. heading3
: Prioritised 0 & M Project . and Source of Funds _ Where

moneys available, expenditure and progress of work are
listed in each pilot area. However in spite of all these
listings, the progress monitoring of rehabilitation in
pilot areas has not been very impressive. By obgerving
the real woxld progress one may question whether the MEF
component is being put into practice. If the answer is
positive then it is questionable whether the out come of
the monitoring and evaluation activities has been
effectively used in improving the implementation
programme of the rehabilitation work.




o 'i;'seotion deals with the obaervations ‘on.. the Ridi
'*Bendi Ela scheme upto the’ time of the Interim report wae
prepared in 1989. Owing to the significant changes that
have taken place since then, further comments on recent
developments are given in a sgeparate sub-section.

. The R. B E. scheme is fed by an ‘intermediate and wet zone

‘”*datchment area and’ Has- AR assured eupbly ofi ‘water For * afﬁﬁ*’”*

cropping intensity' of about 165%. It has only seven
Distributory Canals serving about 1,500 acres. The
balance 4,500 acres are all directly fed by field canals
or even pipe outlets directly supplied from the Main or
Branch canals.

R.B.E. has a relatively high percentage of privately
owned land. Government intervention in the early years
has resulted in the acceptance of a stable rotation of
the 33% land left uncultivated during the Yala season. A
“pragmatic rehabilitation” of the distributory system
appears to have been done during the early 1980°s under
the EKurunegala District Integrated Rural Development
Programme.

In the Ridi Bendi Ela scheme, unavailability of an
adequate amount of water during Yala has been prevented
. from creating significant generalized inequity by the
emergence of a rotational system which, in effect denies
water to a section of the settler community. Since all
farmers are affected by the rotation system equally,
inequity during a particular Yala season is treated as a
form of equity by all.

What does the case of Ridi Bendi Ela denote ? It shows
that collective solutions are acceptable to farmers, if
adopted by consensus even when they involve certain
individual losses in the spirit of distributive Jjustice.



" 'In recent’ years the RBE.scheme has had fewer situations =~

of water stress during the Yala seasons than three of the
four Polonnaruwa schemes. Yet it should be noted that

. there. was a-partial erop. failure during both . the Maha .

L ge/8T and "Yala 87 sesisons.: : The' tails end tracts on theFQT
. L.B. branch of the R. B Main Canal (Tharangolla and
'ifDanduwewa SPC areas) and the “RB“Main” Canal (Divullewa SPC

“aréa)’ have. had “Zevere' watér shortage problems ~in many .

Yala seasons. In the Yala 1989 season only 50% of the
Thalangedera Yaya (310 acres). and: the Galapitiyagama .
‘£relde din the: Diyullewa  SEG..area:: -Were. cultivated on the
_;bethma,, system “when ’ they were fentitled to e
: cultivation, ‘because they Were “riot sure- they “"would
receive -enough water. throughout the season to cultivate
the full extent. '

These particulars are noteworthy because the impression
given (by the "head enders"” and their representatives
such as the then Project Manager on his occasional visits
to the scheme) ‘that the absence of active and effective
SPC does not matter, is false. The "tail end” farmers
point out that even when they suffer severe water stress,
there is ample water flowing in the Kuda Oya which drains
the LB Branch and RB Main Canal areas. The Vel Vidanes
who manage water issues in the D.C. and F.C. in the
absence of F.C. farmer groups and SPC are effective in
ensuring adequate water to the fields in their areas at
the expense of the tail end tracts on the R.B main canal
and the L.B. branch canals.

In the Ridi Bendi Ela scheme where 75% of the DC level
farmer organisations consist of 5 - 25 pipe outlets and
field canals which take off from the main and branch
canals, the farmer organisations are to this day known as
“Sub Project Committees” and not as "D-canal (level)
- farmer organisations” as they can not be related to the
layout of the D-canals. In such cases the demarcation of
the area of authority has in reality been done in
relation to the socio-economic considerations which
define one village community as an entity separated from
its neighbors. This has been unavoidable in most cases.
The break-down of the SPC areas is given in Annex 5.



'Yfrom the rest of the echeme (e s. the middle canal lﬁ the"wi“
Ridi Bendi Ela" Scheme which serves 247 acres) there would =~

geem to. be Justification for a separate SPC for less than

”1>3500 acresif-%

.‘The 54 Vel Vidanes who are themselves members of the

~areas.. served by them ;an,%;ﬁmanagetg,water distribut,ﬁl,h
Even: informal FCO groups do not meet in these areas.

..'-..‘ '-- . i W ..I
wé;JCGG (on paper) liaise_directlymuit -the. farmers in thea

':vﬁfleVel tnformal Eroup mav be called‘ up fof an ad—hoc;wﬁ&“J-i

"discussion : The_ 387 'of SPC which have elected cr:‘ _'.

“nominated the former Vel Vidane as the “SPC’ Chairmen™
also function mostly as a  rubber stamp for the

' traditional. leader to take the major decisions regarding

O & M in their areas. Meetings of all the farmers in a
SPC like those which took place in the L.B.C. Middle C_
" and Upper R.B.M.C. of the scheme prior to the “Yala 1989

season are untypical of the scheme as a whole. These
areas consist of about 800 + acres of Temple land with
tenants under the Bandare system of land tenure. They

are also relatively urbanised holdings in close proximity
to Nikaweratiya town.

RBE had only 4 graduate I0s even at the peak of the
programme. . Under these circumstances the mobilisation of
farmers in all the 10 SPC areas of the scheme was not
practicable although this was programmed. Thus according
to the information available, they concentrated only on a

few selected SPC areas. This interest too was short
lived since all of them vacated their posts one by one
until finally the RBE was 1left without any 1I0s. In

general, organised FC groups do not exist in RBE.

Since the last set of graduate 1.00 resigned, the IMD has
not appointed “A 1level"” replacements. The Project
Manager 18 more conspicuous by his absence from the
scheme than by hilis presence in it. The physical layout
of the scheme makes the patrol labourers in charge of the
Main Canals the key figures in water management in 75% of
the scheme, together with the 54 traditional Vel Vidanes



.. ..who manage water dis ribution ‘in.. the D canalg in™ the‘il
. ”;.qbalance ‘25%. of the ECheme, and 1n the F C {n the-entire
scheme

;.,':In the Ridi Bendi Ela Scheme the data gathered shows that*'
;_.m,the Right Bank main canal the middle canal and the upper'

T geetion of the Ridi” Bendi Ela ‘¢énal before 1t bifurcated v
- These b meetings were held mainly organise the[f

" cultivation of- other £00d- crops purely 1n the -Yala, 1989
. In the greater part of the Ridi Bendi Ela

- The “abeence %IOS_Jeft the Projectsuanager 1solated in;w
1«_office and'unable to be effective to ‘the same degree"“
as his counterparts in the Polonnaruwa district. He may
therefore have found his position literally untenable and
thkén'thé-apptopriate=steps.tOWreduce his:pereOnal risk.

It is possible that 1f the Project Manager had his full
cadre of I0s, he could have organised as high a level of
activity among SPC as in the four schemes in the
Polonnaruwa district. On the other hand, whether he
would have done so is a matter for speculation. However,

- the view that even 1f the Project Manager and his 10s
were in station they could not have organised SPC level
activity as in Polonnaruwa district owing to the security
situation appears to be mistaken - a case of “post hoc,
ergo propter hoc”. The security situation in the RBE was
noct substantially different from that in Polonnaruwa
district. It was the availability of the I0s and the
avallability and attitude of the Project Manager that
were markedly different.

If the security situation improves, it will be necessary
in the Ridi Bendi Ela scheme a) to reconstitute the SPC
sc that their farmer representatives perform the
functions now performed only by the Vel Vidanes b) to
arpoint an adequate number of I1.00 <¢) to have an active
and committed Project Manager resident in the scheme. It
is interesting to note that in the recent months the IMD
has taken necessary steps in this regard. These steps
ghould enable the SPC in RBE to come up to the same level
of activity as the DCLO in the four Polonnaruwa district



ﬁ;schemes f-To enable“*farmers’ to gpérform»:the‘ function&'*w”ﬂw
‘expected of them it will ‘be” necessary' (a) to notivate
the. Irrigation Department s field staff. to support them
. in taking over -the 0 & M of ‘the secondary distribution}
S :'system and? nfundertaking maintenance ‘#nd; rehabilitation§?
‘”'*fcontraets and (b) to give them 1egal recognition e

'}wIt was " found that the situation of RBE 13 different tom.j;"
.that .of the 4 ‘schemes - in Polonnaruwa in terms of landi -
_ ownership, climatic conditions and socio-economic
lqﬁrconditions  In the RBE scheme, the Project Office was
X Vﬁf". oft "f ,'L*Zthan open ‘An 1989 wherg ‘major part of. e
'"rffthe field.work of.this study was done.p In this.: scheme;p;?;;
" the FOO “to be’ established at all 3’ levels have generally
been inactive. At least in certain parte of this scheme,
all matters pertaining to cultivation, water distribution
and maintenance seem to have been apparently as well
organised as in PSS, Minneriya and Giritale and perhaps
even better organised than in Kaudulla. “Based on the
observations derived so far the conclusion would be that
this 1is an outcome of the historical and situational
differences rather than due to the strength of the F0O.

6.2 Developments Bevond 1989

The preceding section of thie chapter commented on the
situation in the Ridil Bendi Ela scheme at the time
Interim Report was prepared in October, 18989. The then
Project Manager rarely vieited his project; there had
been a long period with not a single 10, IDO or FA from
the IMD in the scheme. A new Project Manager was
transferred to the scheme on 15.11.1989; 7 I1.00 were
appointed in January 1990 and were given 2 weeks ™ initial
training under the auspices of Sheladia in Hingurakgoda.
An IDO and an F.A. have also been appointed. TEAMS can
rerhaps claim that this is truly a case of "post hoc
ergo propter hoc”

At the time the study began in 1989 it appeared that the
RBE scheme was as productive as (or more productive than)
the 4 schemes in the Polonnaruwa District even though the
ISMP programme was virtually dormant in it with only a
visiting Project Manager and noc IDO, FA and I1.00. Also



= ﬂ”there Was “no- programme for bhe rehabilitation of thef'

irrigation distribution system funded by USAID in it. The
-”question “then ‘aroge as’ to what. the’ without project™ and
with project benefit would be in each of the 5 schemes.:‘

'}One may observe that the RBE scheme has several intrinsic

1@advantages over:, the 4 PolonnéfuhéADistrict schemes,isuchl;
CBBE o .
1L " its catchment area is in the intermediate zone and’
A ffit has Ei more assured. supply of water than the |

e

ii. R.B.E. has a stable systen 6f rotational
cultivation whereby about 25% of the land is not
cultivated each Yala.

iii. The irfigation distribution . systen is itself
relatively uncomplicated.

iv. The maintenance of the irrigation distribution
system by the ID had stabilised at a higher level
in the RBE scheme. A major repair had been done to
the gate 1in the inlet canal under the Kurunegala
District Integrated Rural Development Programme
(IRDP) a few years ago together with a few other
repair works. However, the desilting of the inlet
channel and some other major repairs are now needed
in this scheme.

V. The RBE scheme has nearly 25% of private land and
incorporates several villages with a well developed
social and economic infrastructure. Input supplies
and marketing are more effectively provided through
long established private sector channels, whereas
in the Polonnaruwa district they were originally
provided mainly through state sponsored
cooperatives, It 1s only since 1977 +that the
private sector was positively encouraged to make
good the deficiencies in the state and state
sponsored sector in the Polonnaruwa district.

On the other hand the RBE scheme  was not without its O&M
problems in the last few years which are set out in the



In terme of paddy monocropping and some cultivatioh™ ot

other -£field:crops during- the Yala season on the L.B. Main_

: :fi;Canal and the Centre’ Canal Ridi Bendi Ela was more or
less a8’ productive as the P:S5.5. Giritale and:- Mipneriya :

‘“""achemes Upto 1889, it was - more productive than - thef‘fw”

Kaudulla schemes while it was much less ‘disciplined . in

~._'-managing water shortage upto 1989

q;311 the schemee in;;;g

m'Polonnaruwa district need a major rehabilitation SF theiyr 7

"'irrigation ‘distribution syatems whereas ‘the defects inQn'l
-_-RBE are.of . lesser magnitude ‘ : : - R

'1ftfis intended,here now to take a look at some of théQAQL

o “9ith project™ benefits ‘since ‘the new:’ Project Manager Mag .,

appointed. A 1-day training class was held for the 19
Grama Sevekas, 2 TAA, 2 WSS, I.D.0. 3 °A.II, 2 C.00 the GM
MPCS and representatives of the Peoples Bank and the
Development Bank. This has helped to develop shared
perceptions of the value of INMAS.. Of the 156 FCL areas
‘nominally said to exist in 1989, 107 have have had fresh
elections in Feb/March. 1In 2 DCLO areas where all the FC
groups have selected their representatives in 1990, the
office bearers of the DCLO have also been re-elected.
Although many of the former VVs have been re-elected they
now function only in their new FCL areas as F.C. farmer
group representatives. The non-VVs elected to the
balance FCL areas have taken over water distribution in
thelr own areas. The water distributor for the DCLO
covering the 247 acres under the middle canal is one of
“the non VVs who were elected,: although the former VVs
-were also elected as FCL representatives in this DCLO.

The Project Manager has met groups of farmers and got
them to define what they expected of their FCL
representative and what qualities he should preferably
have. He then requested them to come on another day with
their selection by consensus. He feels that this
technique has worked successfully and that a formal
election as envisaged by ©Sheladia in the Polonnaruwa
district is not necessgary. One may conclude that the
little extra work involved will be worthwhile when
elections are next held (i.e. in 3 years time).

The Project Manager has initiated a 3 crop rotation in
about 70 acres of land under the L.B. canal and the
middle canal. A 60 day crop of green gram was sown after
the Maha harvest in January. An evaluation of this crop
is now being done. He feels that it was. about 80%
successful. He has now initiated a programme to

2 e e e .



ﬁiTharangqlla and.Balagollega ajDCLOsftowardsfthe>tai1'end:
of the L. Branch of the R.B. main canal. ~ He féels that
..about .- 1000 acres may. be BoOWN with OFC this Yala. His

““ﬁlong term goal i to evolveia- cropping pattern and lan.

. efficlent  water distribution  pattern. which will ~enable.

v"ﬁ *100% cropping ‘in Yala season instead of 75%

N;::ferhaps the mea 

: :hslinitiat¢d bY the new Project Manager}
R.B.E. may give somé indicatidon of the long term Fesults”

* “achievable through-"theé” ISMP-in the" Polonnaruwa - district...

.The 4 schemes there achieved paddy yields of over 90
: _bushels per acre as Special Projects in the Food Drive
. between 1965~ 1970\«These yields fluctuated downwards An:

“llthes 1970-1077. period: - owing . to- the, neglect _of: " the

irrigation- distribution system, the changes made by the
government in farmer organisations (both the APC and the
MPCS were dominated by political appointees), the decline
in the input supply and produce marketing systems and the
- paddy monopoly. Since 1877 the input supply and produce
marketing systems have revived under a free enterprise
system but the revival of farmer organisations only began
with the INMAS programme in 1984 and the rehabilitation
of the irrigation system only began with the ISMFP in
1388. Although rice vyields have risen to over 100
bushels per acre the farmer organisations will continue
to be pre-occupled to some extent for the next 2-3 years
with the rehabilitation of the 0&M system. They may be
slower to diversify during this period into high-value
OFC than the farmers of RBE.

The stabilization of the irrigation distribution systems
and of farmer organisations (including the informal
farmer ' groups at FC 1level and ' the Jjoint Project
Management  Committees) may provide -the spring board
needed for the next leap forward on to a higher level of
sustainable productivity in the major irrigation schemes.

This could include crop diversification and non-
agricultural increases in productivity by other
activities such as the processing of agricultural
products and the diversification in to other industries
based on local raw materials.



fffiﬁfnamely. (1'

vt

_As. a foundation for eleborating recommendations the

o -overall:! conclusions of the - study ‘are.. presented - in. this - " -

..Chapter.. -‘Thesge . conclusions encompass 3. 2broad. . areas,ﬂ;hdu
iFunctioning. -of “Farnér: Organisations,; €131y
' (iii) Catalytic Process offv_ﬁ‘

Functional Environment'”apd

;On the one. hand the irrigation tank canal net-work - andgl.

'”5running‘w”ter are public “and collective goods serving a
L large numbér of Farmers. TherefOre,;collective action of "

farmers through farmer organisations 1is necessary to
ensure an adequate level of operation and maintenance of
irrigation systems. On the other -hand, -the farmer
‘organisations should be ' strong and viable enough +to
provide assurance to each of its members that the member
can get a reasonable return on his investments in cash,
kind and labour. His investment will be matched by other
members in some acceptable proportion, and there will be
no "free riders". At present there are "free riders”
such as some mortgagors, lessors and tenants.

It 1is generally accepted that in all civilisations,
individuals have a tendency to use official seats of
power and position to enrich themselves, advance their
friends and to some extent torment their enemies; in
- eimple terms individuals use “public positions™ to play

"private roles™. The observations indicate that the
functioning of some of the FOs in the ISMP is not an
exception to this tendency. The recognition of this

human error is fundamental in trying to improve the
institution building process of irrigation systems.

In the context of irrigation schemes in Sri Lanka the
“"farmer™ is generally assumed to be the “water user”. 1In
the schemes under review the “farmers™ have been free to
decide who will be the members of their organisations at
FC 1level. Since 15-30% of the lands are cultivated by
prersons other than the allottees or their heirs, some
non-cultivating owners, mortgagors and lessees had been
chosen as FC level representatjives in the past. Where
this has occurred it has retarded the growth of farmer




‘It was also found that the data on "numbér of farmers in-

- an-area” collected on different occasions by agencies is,

f m131eading aince’ such ‘data is based mostly ‘on the : legal‘

L}fi owner . who.’ is the original allottee under the LDO The;
j;;atudy revealed that except 1n Kaudulla scheme,ﬂmost of:

.the original holdings ‘have' already been divided 4nto . at

‘;Jleast 2 ‘blodks and they “are” being separately managed By
*’ “the ‘original- owner’ ‘8 ~helrs - .even- .though .-the water  is_

,”provided ‘from a single pipe outlet Also there are many

-rwencroachers who have subsequently had there encroachments

”%regularised Hence the aétual number of farmers 1n -an..

'°3.u;“area 48 not adequately recorded

It was found that the'number of members registered under
different DC level, FOs in the ISMP is not too far from
- the number of original allottees. (This was clearly
~found in the sample areas analysed 1in depth.) This
implies that a large number of actual farmers who operate
at present are not members of the FOs and hence the rule:
1 man-1 vote is working mainly for the original allottees
and not to many other “"farmers” /

The obgervations of this study support the view that
farmer representatives should be selected by the elective
process rather than by consensus even though consensus
may be regarded as a high attainment to be aimed at. An
awareness on these matters should be built up among
farmers and it is best that the choice be left to farmers
ags to how they should select their representatives.
Under the prevalling sltuation of institutional
development, there should be a fixed term of office for
farmer representatives. '

In many cases the <constitution of the  farmer
organisations, which need to be reconstructed have been
redrafted with the help of I0s and PMs and then ratified
by the committees. This is a very encouraging outconme.

In the 22 implementation areas where DC level FOs have
been re-organised recently, the farmers have generally
elected actual "water users"” as their FC representatives.
The ISMP via its “awareness programmes” has helped to
bring about this positive cHange. There are many
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-§representativee “more 'suitable
effective than the original method

‘p;;Under INMAS and ISMP there ‘are’ three tiers of farmerf;,;_

"organisations within thé ‘project - ‘which -are- being viewed . -
by -the. agencies involved=‘in irrigation management ag_.tf
oy ;;‘QIIOWS ¢ "'»': S ,' LR . i I .

'fa) Field Canal Organisations 'a small number of farmers“
with a selected representative to ‘the . next level;

ﬁith ‘a largqi;;fﬂ

" nunber’ of.. farmer'rebresentatives:selected'from the FC 7

* level ‘which were previously known as SPCs.

c) Project Committee: with representatives of farmers and
officers working at the project level '

.Although both INMAS and. _ISMP_ refer to _ Farmer.
Organisations at FC level, 1in reality what was expected
to exist were informal “"groups of farmers” who get
together on an ad-hoc basis when necessary 1n connection
with water distribution or other matters related to the
cultivation of the land.

The current activities of "farmer organisations™ at FC
level in the four Polonnaruwa schemes may be summarised
as follows:

i. At FC level in so far as the FOs are active, they
have ad-hoc discussions, express views and make
complaints mainly regarding:

a., water issues from FC rotational problems

b. maintenance of FC;

c. conflict-resolution within the FC area on an
informal basis; and _

d. needs of the farmers, the programmes of the
governmental agencies pertaining to the
agricultural production programme, as well as
matters such as agricultural.inputs, credit and
marketing.



RN thrust of “thegs ™ “farmer;aorganisations At
,”'“present ie to participate by expressing views and
"iVoluntary work rather than providing “tuger’ ‘gupport"”
SAn JOint—management of the relevant irrigation;
‘V'”systems SO S ; S , .

'v?.ﬂﬁThe detai&ed investigation concludes that what reallyf

.exlists at the FC level are informal groups of farmers who
meet in an ad-hoc forum Hence it is misleading 't6 name’
““these ‘informal - ‘groups * ‘as - Farmer -- Organizations

;?Undoubtedly ‘the. ISMP _has been. -able to -mobilise the

’3_3farmons to.. form these 1nforma1 groups in an’ encouraging;
““Porm ‘and the outcome ‘so far is & -worthwhile 'lesson. for

most of the other major irrigation schemes in Sri Lanka
where the process of institution building 1is too
elementary to compare with that of the ISMP. However,
in spite of the rewarding efforts made by the ISMP the
actual situation at the FC level is that: (i) in certain
areas informal farmer groups. did not exist at all, (ii)
in others where there are groups only a minority of the
members participated in meetings and activities and (iii)
at the same time there are many areas where the informal
groups did exist and the majority of the “registered”
farmers participated actively. This implies that there
is much scope and room for improvement in the process of
institution building.

On the other hand, at the DC level what was expected by
INMAS programme and what was adapted by the ISMP is to
have farmer organisations which can bring together all
the representatives of the respective FC organisations.
The DC level organisations which were labelled originally
as sub-project committees (SPCC) were expected to be a DC
level common forum to discuss operational matters at that
level and also to review issues relevant to project
implementation activities 80 that the relevant
suggestions can be sent up to the Project Committee (i.e.
project 1level organisations).. In these terms, many
decision makers visualised FC level organisations as the
building blocks from which the entire organisational
development of the project could be extended and hence as
the most important type of FOs out of the 3 tiers of
organisations.
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The  analysis  revealed  that at DC level the
“organisqtioﬁs" meet monthly mostly on a regular basis
and discuss and take action on the following matters
which are of great importance:

a. ﬁater issdés from DC'and rotational problems;

b. identification of maintenance and repair problems in
DC;

c. conflict resolutions within the DC area on an informal
basis;

d. providing a two-way communication link between farmers
and the Project Committee reflecting farmer needs and
discussing pProgrammes of the governmental agencies
pertaining to the agricultural production programme
and matters s8uch as agricultural inputs, credit,
marketing, etc.

e. participation of the pre-kanna meeting while
discussing the tentative agricultural production
programme and cultivation calendar; followed by one or
more subsequent meetings to discuss variations to
these programmes due to decisions taken by meetings at
project level etc;

f. in several but not all of the Implementation areas the
DC level organisations have already undertaken,
commenced or even completed contracts for repairs to
etructures in DCe and FCs.

g. likewise, _they have taken over the operation and
maintenance of the D canals in a few of these areas.

Although the on-going activities at DC 1level are
interesting and worthwhile, it is important to recognise
that these organisations are mainly committees of
representatives or a forum for discussion and expression
of views rather than a platform for Jjoint management
action wlth State Departments. Until the end of 1889
where the major part of the investigation of the present
study was done, the reality of these organisations was as
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;jgﬂfig{j?;descrihed here However,,in early 1990 there ‘has been a
' " ‘new gelf- generating tréend with most of them aiming “at
assuming responsibility for “management orientation”
instead of merely "expressing views

Assap.ugrch:19g94the FOeggre accepted by the executives
of 2the= Ingandvother ‘Tine~ parﬁments"ae the legitimate
v30rganisatiens_,to perﬂorm' the abovementioned functione
“"which- have catalysed the action oriented outlook ‘of “the
FOs at DC level However there is still some reeistance
to the functioning of FOs at the level of TAs and WSs
from other middle level officiale of the line

'.departments' &t;tud@sv of Vthese}

_'the func.t"ional ability o'f Fom.

FC level informal groups and -DC level FOs concern
themselyes primarily with the operation and maintenance
(O&M) of the irrigation distribution system which is a
component of the seasonal agricultural production
pProgramme. In view of the government decision that
responsibility for O&M of the secondary and tertiary
distribution systems should be devolved from the ID to
FOs it would appear desirable that they should build up
and stabilise their capabilities to manage O & M of the
secondary and tertiary distribution systems as fast as
pogsible while they make an explict attempt to venture
out into other activities connected with the agricultural
pProduction programme.

The most viable functional responsibilities of FOs at DC
level 1in the 1light of their existing strengths and
weaknesses are given below. However if the aim of
developing FOs is to ascertain user-support in Jjoint-
management of the irrigation system by agencies together
With users, the FOs will require gradually to take over
more responsibilities.

a. ensuring equity, reliability and adequacy of
irrigation water supplies to their fields;

b. securing the right of participation through farmer
organisations in matters relating to water allocation
and distribution, maintenance and rehabilitation and
prroject management; '
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n;.u_e,.developing farmer organisations which will be given
st o Bhe 1egal bapking ‘under guarding the rights of
‘ "farmers, _ S SR R, »awﬂﬂmWGe
d. providing an institutional framework for the
expeditidus resolution of conflicts;
e, enabling collective decision making on matters
: L. . marketing - and .the. preparation of

=l “e e S
L b

_:?Tproject management c0mmittee and* 1?‘~*@mnu.w~mawasa;;%
g. acting as a vehicle “to develop sooial cohesiveness
among farmers. '

_the ISMP Projecte -

‘ mer prganisations

Ly o :

L xpected  "to - .-_p-iority v
related to the - operation- ‘and “maintenance  of ~ the
“irrigation distribution ‘Bystem ~during the on-going
rehabilitation phase. = They should be encouraged to

_continue to do Bo even after the on-going phase of the
project is over.

The seasonal agricultural production programme of each
irrigation scheme under purview 1is being prepared at the
project level virtually by the Project Manager with the
asgsistance of the members of the project committee.
Although the same production programme is informally
discussed by the DCLOs at the pre-kanna meeting the
present method is more of a "top-down" approach and hence
not very realistic. As far as the implementation of the
productive programme is concerned, it ie the farmers at
the bottom who know whether the indicated targets are in
‘1line with the actual requirements The analysis revealed
that there is a need to make each DCLO responsible for
preparing ite own seasonal agricultural production
programme o thatAthese DCLO programmes could then become
the "building blocke™ of the project level productive
programme using a “bottom-up"™ approach. In these terms
it is encouraging to note that many DCLOs are showing
interest in improving the input supplies and marketing
facilities presently available to their membership.
Furthermore, this interest 1is a prime example for the
ISMP to recognise the growing strength of the DCLOs and
their movement towards action orientation which is an
encouraging feed-back in the light of the hard work of
the implementing agencies.



”"and that “the farmer representatives “Are’ increasingl
involved in water distribution activities, the attentio
given to elaborate & realistic production plan and t
‘ : 8 or;., :these .terms,; i?k 1

waw;rof a, production.‘plan with' farmer inveirement i 7*a
r];;important as water"distribution SR B

The major paxt of the field investigation of the presen
~etudy was carried out in 1989 when the productive huma
‘&ctivitie&4of¥ 1uBeg re:in . Sri Lanka were paralysed du

T -to subyel 'U : un -BdbversivEf ctivities Howeve
. the timing of the research ‘work was fortunate as Ty
provided an opportunity: to obgerve the functioning of FO
in an objective form at a time which was extremel
difficult for innovative work of this nature. It wa

found that despite threats and difficulties posed b

gubversive activities, the DCLOs in the 4 schemes o

Polonnaruwa were active and demonstrated the -desire t

improve their institutional strength. '

In the Polonnaruwa District each Project Committee
chaired by the Project Managers (PMs) and includin
officlals of the relevant departments has

representative of each DC Level FOs as members. One D
level representative from each Project Committee ha
been appointed (as the farmer representative of eac
-Project) to the District Agricultural Committee. This i
a healthy development and worth encouraging further.

The lack of legal recognition of FOs8 is more keenly fel
in the ISMP (except in the case of RBE) than in othe
major irrigation schemes as the ISMP FOs are mor
advanced and active than FOs elsewhere.

With the expansion and change of knowledge the design o
major irrigation systems has been changing rapidly ove
the past 5 decades. It is interesting to note that th
deslign of DCe and FCs is not uniform. As a result ther
are difficulties for FOs to function within hydrologica
boundaries. The specific difficulties are:



“,and'Dietributary Canalsisefve'are ' varving from 10—-

.-2000 ‘acres it 1s -not: possihle “£0° demarcate thé areas -
of authority of farmer organisations or groups
'strictly according to the hydrological boundaries of

A‘iqggfarmerg -ofA 1ands irrigated\ from two» or more field

canals. This is likely to occur where the adjoining
field canals irrigatenless_than 25 acres each.

iwe or ¢ Were Distributary Canalwwareas,"ah'single
Distributary' Canal area, or part of a Dietributary
Canal area depending on the extent irrigated by the
Distributary Canal or canals in question.

In the case of ISMP, the areas of DC level organisations

were defined by taking combinations of parts or the whole.
of DC areas which yielded extents of 500-1000 acres per
FOs even though there were exceptional large sized areas.

The farmer community has made representation with a view
to dividing these areas into 2. This implies that there
is a functionally viable optimum size for the area of
authority of a FO. This is an encouraging development.

According to the old system VVs managed water issues to
150-250 acres and at present the FO with its
Chairman/Secretary and a paid water distributor could
serve 500-1000 acres by having farmer representatives to
cover 60 ‘acres in average. These observations indicate
that the viable functional (economic) sizing of a DC
level FO is 500-1000 depending on the strength of the FO.

In order to build FOs which are action-oriented, they
should be constituted in such a way that the physical
area to be covered by a FO is more important than the
number of farmer members belonging to it. Hence such
considerations should be taken into account in
determining the area to be covered by a DCLO and a FC
level farmer group.
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~?*The regular sessions; of the PCs -also *dlscuss ‘other - - -

U important tolthings - such as+ ~ the ~ O&M " ‘programme;

‘rehabilitation progxamme and .problems _encountered by
DCLOs . Specially these meetings provide a useful forum”

:Tgroups between DCLO representatives of farmers and the'

_ _”kofficials,'where the - farmer representatives are able to
_}ﬂiexpress their-views withqut reservatipns
wﬁwork of. PCs-is characterised bY a- series

which the "pre- kanna _meeting is the most crucial one as
it 1is the starting point of the process of dialogue for
the on-coming cultivation season.

It was found that in general, those who work in the
irrigation sector referred to all '3 tiere of farmer
involvement in irrigation systems management or “farmer
organisatione”. However the study revealed that only one
of them, the DCLO can emerge as a farmer organisation in
terms of the real meaning of the word. The other two
levels consist of an informal "farmer group” and a "Joint
farmers-officers committee”. Undoubtedly this committee
can be developed until it becomes a Jjoint farmers-
officers organisation.

It was observed that a farmer representative (FR) from
each irrigation scheme in Polonnaruwa under ISM Project
is being selected to the District Agricultural Committee
(DAC), which is a positive development. Although the DAC
meetings are being well attended by a wide array of
representatives from different_ agencles including the
MPs, the FRs are being a forceful voice in the DAC
meeting as observed by TEAMS. This is an indication of
the positive developments initiated by the ISHMP.

One of the main conclusions emerging from the study is an
assessment of the actual functional status of the 3 tier
farmer “organisations”™ which are in operation in the
ISHMP. ©Since these organisations are being established in
major irrigation systems in general, the observations in

The nature ofjwsnvi

zof. meetings ofif.ﬂlf



fanalysing a little further The oonclusions arrived at
so far indicate that (a) the farmer organisations at
‘the FC.level:-.are -informal groups which : -meet -and discuss
.gertain user-oriented” FtopicsrinmanAad‘hoc form.while
‘Particip 1ng;in* SProm - ne me;  (b)
" the DC Tével” farmer'organisations were found to be formal
Zcommittees of farmer representatives which meet regularly
p¢§5and discuss vger- oriente';topics in A moré. fOrmal sense
- while ‘participating in"cértain" formal activities with-a
set of funotional norms,vand (c) the Project Committees

... are a get. of formal_join grougs of representatives from
7:5{b°th fafm. : : : .lagencies “which productivelyi

VUL - diecuss’ andidecide on%issues related to water management{
and other . cultivation . requirements  of the “"user” An
attempt i1s made here to arrive at further oonclusions on
the functional status of these 3 types of
"organisations”. E : o _

The term "organisation™ implies in 1its most rudimentary
form a “"state of being organised”™. Therefore, 1in the
most elementary terms an "organisation” should be able to
demonstrate that it consists of ‘“parts" acting in
coordination - having the nature of a unified whole. The
basic meaning of “organisation” hence implies; (a) a
goal-oriented behaviour, (b) the use of knowledge and
techniques 1in the accomplishment of 1its tasks, (c¢)
etructuring and integrating activities to be undertaken
(people working/cooperating together in interdependent
relationships). Hence the basic characteristics of an
"organisation®” are: (1) goal-oriented (peorle with
purpose), (i1) Psycho-social system, (iii) technological
gystem - i.e. people using knowledge and techniques and
(iv) an integration of structured activities - 1i.e.
people working together. ’

It 1is accepted that from a "menagement perspective” a
functionally viable organisations should demonstrate the
following baslic characteristics: :

(a) an on-going purpose or mission or objective

(b) a measure of performance

(c) contains a decision-taking process with decision-
makers
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o (d)qcomponentsywhich are themwelves organis‘ |

':f{;(e) a. degree of " explicit connectivity between organised S
' ~gubs components T T - Do

(f) should exist in a wider oxganieational environment

' “ith which It" ‘Interacts” e e e

(g}wpossesses both mphvsicalﬁ;andu.
_;required for functioning > ip S
(h) should have some guarantee “of _continuity ~and

. In terms of this schemata of ‘basic characteristics of“‘
-.organisations, it is difficult to recognise that FC level
“ﬁﬁfarmer _rganisatiohs' ,ane. in-- reality - organisations R
,Based on ia,revien of “the’ functional reality of. e 1evelcaiﬁr
*-aFOs ae at- ‘the- -end. of ‘this. ‘study,. one . may. question whethercjfg*
-even -these ' organisations . are functionally viable
organisations, although these entities can be
strengthened in order to become such organisations. The
argument related to DCLOs is applicable to the project
. Committees too. Perhaps from the interest of the present
study what is more useful to say is that these entities
are not exhibiting a sufficient degree of organieation

rather than arguing whether they are organisations.

The important point is not semantice but to visualise the
gap between the existing "farmer organisationsg” and the
basic characteristic of an organisation in order to find
ways and means of improving the FOs. Further points 1n
this direction are being concluded in another section of
thie chapter.

7.2 Ennctignal_EnzixQnment

The consultants involved in the implementation work of
the ISMP feel that as the existing PCs are being chaired
by the Project MHanagers and 'that the other agency
officlials are playing a key role in it, there is a need
for a parallel Project Level farmer organisation with
office bearers selected from DCLO representatives. This
mode of thinking 1implies that the PC -should handle
administration and coordination while the ©proposed
project level FO should deal with representations of
political authorities, lobbying, agricultural inputs,
etc. while serving as an apex body to strengthen the
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f“The present studv revealed thab: the formations ofl

4W5rsuch Parallel bodies is counter productive ~and  dan Ieadi

'ﬁ“organisations'

to friction between: officials ‘and farmer representatives ’
,hAs at. present,.. there . are. no.. alternatives 1o a Joint”
committee of FRs and OfflClals N The proposed parallel

'#;institution building‘process and propagate 'dis Jointed
-~3management at -8, time where Joint management is being
'It is not surprising to see different people encouraging-
.the formation of different organisations for different

'””purposes ‘under:: the special conditions of -finencisl ' and;

- human“resources of the ‘ISMP. The" present. study clearly’
' _indicates that, what is more important is to strengthen
the 3 levels of existing organisations , consolidate
their functional ability with an action-orientation while
guaranteeing the continuity and stability for Jjoint-
management It is worth highlighting that some farmer
' representatives raised the question with TEAMS whether
even the DCLOs will be “left aside” if not dissolved
after a few years by the government Jjust like the
cultivation committees of the past.

The traditional Vel Vidanes (VVs) generally saw to water
distribution in an area of about 200-250 acres. This was
virtually a full time Jjob-and the Vel Vidanes generally
used tenant farmers or agricultural labour to cultivate
their own fields. Although the DCLO Chairman now has the
assistance of a large number of F.C. level
representatives, he now has to liaise between them and
the 1.D. staff in respect of an area varying from 250 to
2000 acres. There is a felt need for a full time paid
"water distributor”, covering about 500 - 1000 acres each
in order to make the new system action-oriented.

The conflicts with the Vel Vidane of the Agrarian
Services Department, who still has legal recognition and
is the only person empowered to act in matters such as
cattle trespass, are other inhibiting factors. The
Cultivation Officers have in effect ceased to operate and
Agrarian Services Committees have not been able to
collect the acreage tax of Rs.6/- per acre. However,
they too have 1legal recognition and powers. The

existence of these officials complicates the role, status
and fixznectiane af FC laevel remrocaoantatives



fThe:main. bjectiwe of st1 on .building-
Tof . 4hé ISMP 48 to. bring together . the. farmere :
organieed form so that the farmers can take part in

’ljoint management Of théir irrigation.:scheme -with -state - . -+

fand smoothening of bureaucratie barriers pecially thén

V;bureaucra"ic and professie'alfconflic s
“to -‘the

sofficials....»This . tagk .reduires: a . etropg..political will,}.;\

..way..in  which. the. ID and IMD staff act ‘makes these;J‘;:h
,qui e:apparent‘i L

Lpartner 'in :a ‘Joint management system The success of""~

“institution- building greatly. depends on .the ability to

¢;ﬁbr1ng the efforts of the ID and IMD together If this isf,fft

"'fa platform for joint management

At the initial stage of the study it was observed that
there were continuous conflicts between the ID staff,
‘Kachcheri Staff, Project Manager's Staff and Farmer
Organisations, which retarded the efforts of institution
building. However, in the recent months improvements in
inter-institutional: linkages = are emerging, quite
apparently a very encouraging situation. Yet there are
many middle 1level officials of the 1line departmentes
carrying out many activities with a mentality of
"promoting the department” without much concern towards
contributing to .the .integral development of the project
areas. In thies regard, it is essential to recognige that
the ISMP cannot achieve its objectives without effective
‘contributions from the wide array of line-departments.
The efforts of the officials of these departments should
be moulded together for the achievement of the overall
objectives of ISMP by enhancing their awareness and
participation. These institutional development
dimensions are still at a stage of infancy in-spite of
the efforts made.

The analysis revealed that +the institution ©building
process related to ISM Project has shown encouraging
results 1in the direction of Iinstitutionalising the
efforts of farmers via development of farmer
organigations. But unfortunately the .attempts made
towards “humanisging™ (being people oriented) state
dominated bureaucratic institutions by encouraging them




”quiﬁtesséntial to recognise that‘"since the purpose ofﬁ
“institution” building ‘18 for: Joint management ‘between <he
farmers, and the state,'the reality of achieving this gfa]

”mritgreatlyn_depends on dboth institutionalising farmers 'fia’

U T . y;Jmanagement LFas.
undertaken by the bureaucratic system of state agene-esv

- which considered water users as clients dependent on -the

managemént.”  The main’ "contribution of “ISMP in-

#ﬂﬁJ;QQinstitutional .development ' programme.’ to . put 1:to,
V'dffpractice the concept that the farmers should no longer be;

jclients of a bureaucratic system. In order to achizve
‘desirable reeults in this direction the officials of ~he
existing institutions need to change their attitude by
considering that there are no "officials and clients iny
more but they are 2 stratas of the same schemata of
"joint-managemént. = This implies humanising the exist:ng:
bureaucratic institutions. :

In the four Polonnaruwa Projects, the IMD is represer-ed
at the highest level by its Project Manage:rs.
 Administrative matters (only) are attended to by che
Additional GA (Lands). Owing to the conditions wh:ich
prevailed in the past, visits of IMD Head Office OSt:zff
were infrequent. It ie not possible to give direction to
the INMAS programme in the ISMP project from the IMD H:=ad
Office in Colombo. There is a clearly visible imbala-ce
in the field between the I.D. represented by the D.DI.
Polonnaruwa, the EKachcheri represented by the GA, -=he
A.D.A., D.A AND CAS represented by their District Aszt.
Directors on the one hand and the IMD represented by :ts
Project Managers on the other. The lack of
representation of IMD at district level, especially iz a
district like Polonnaruwa, is well seen as a vacuum from
the point of view of institution building. The emerging
view that the GA of the district needs to be appointed as
the Additional Director of IMD is an encouraging
development.



“f;over the maintenance of FC:,f the feelings amongf*t“”

the state officials in the field are quite different
FViewsz-axpreseedwby'differenpmofficials,areMthat,

.{maintenance‘ of DC 'until“they have  béen duly handed'“ﬁuw

:Hover after completing all the formalities laid down in

 the D.I.’s Circular of January .1989 . o

" d. ‘they- should- take over-.the. operation and maintenance of};
- the 'smaller D.CC and all F.CC only e o

e.. they should take over .the operation and maintenance of
all D.CC and F.CC in the 22 implementation areas only
and

f. they should take over the O & M of all D.CC and F.CC

The irrigation s&chemes under the ISMP are in an
advantageous position presently as they have generated a
reasonable thrust in the direction of institution
building. However the inter-institutional conflicts not
only retard the process but act as a force moving in the
.opposite direction. The observations indlicate that in
addition to creating an awareness among farmers there is
a need to improve awareness among officials about the
. processg of institution building under ISHP.

.If clear and unequivocal guidelines and instructions are
not Jjointly issued by the I.D. and the IMD, it is 1likely
that the Government's policy decision will not be fully
implemented. In view of the differences in view point
and emphasis of . the +two Organisations, no Joint
instructions were 1issued and implemented until in very
recent times. On the verge of making conclusions of this
study 1t is interesting to note the positive developments
which are taking place in this direction at least at the
top level.

The field observations suggest that some ID officials do
not share the same perception of Jjoint-management as
proJected‘by the INMD. Undoubtedly this is a negative
element for institution building. It is encouragling to



serve “the : y , ; of participatbrv B
Joint management hae'taken a'step’forward by deciding to
hand over the O0&M work of DCs to the farmer

oo organisations. But the possibility of creating. desirable

Jhre&ults depends .on. the _support, of th ,ID personnel to

' gt i : - nt.‘orientation  among

, h*:The ability of the_offxcials of. state agencies to

& f' Teettalh FespongIbilities  With  FOs ‘while" handing

';g_over of certaif other'reéponsibilities should become the

“rule “of the’ game “with' immediateé effect” ‘ :

It. was found that : some ,;FOS_ encountered several
constraints in: trying to execute certain maintenance work
‘given to them by the ID as the estimate prepared by the
ID for these works were found to be unrealistic. Some
FRs expressed that there were deliberate delays,
bureaucratic red tape and the reluctance of the ID field
sgtaff to give proper instructions which delayed progress.
- Although there are complalnts and criticisms of this
nature, the investigatore of the present study found many
instances where the ID officials are being highly praised
by the farmers and their representatives. Hence the
criticism should be taken as a productive feed-back.

- At the beginning of 1990 it was found that there are
poesitive changes of attitude among the officials of the
ID-specially at the levels of DDI and IEs, accepting the
policy changes and of the role of FOs in operation ang
maintenance activities. = However, yet there 1is8 no
gsufficient attitudinal change among the cadre of TAs ang
WSs in the direction of the policy changes.

7.3 Catalytic Process of Ingtitution Building

Considering the high turnover of I0s, it is a creditable
achievement of the ISMP to be able to field as many IOe
ag they do now, in the four Polonnaruwa district schemes.

As 1indicated elsewhere the past performance of the FOs
indicates that some farmer representatives have usec
their “public positionse™ to play “private roles”. Ir
these terms the main aim of the catalytic process of ar
institution building programme such as ISMP should be the
harnessing of "“private persons” (individual farmers) tc

T moe "Mt al T I o m e~ s s o dela mwe o de e LL R S S [ | |



7{There wis 8, tendencyu fer the 103 to B

“farier " leaders ~and: bureaucratic agente 'even though_wygﬁ
- their primary role is to assist farmer organisations and
" farmer groubs as datalyets to eetablish thémselves and to " -

orea'e_the~e£fectivenes&:in"the performance.of theéir:

' *fjgenerate desirable results “to- ‘pobilisé: farmers BT an,;ggf;

organised form only 1f- both “the catalyst and the". »

catalysed understand the process: and their roles within -

lf;it ' Sharing of: information ‘and experience at different;.‘

?7j1evels byfthe catalyst and the “catalysed” ranging from

"F.C. ‘level to P.C. level ‘is a vital ‘element of this
“procegs - in order to generate viable action.  One of the
key- functions of +the “catalyst” 1is +to 1initiate and
catalyse this information and experience sharing
aefiVity. The trainers and supervisors of the catalysts

*»need'to~recogniee this ‘important task.

The study concludes that already there are signs that
indicate that the involvement of catalysts 1in the
mobilisation of farmers can create a new dependency among
farmers. This can be prevented only if the same process
generates Self—reliance, "At present, suffic¢ient measures
are not taken to improve self-reliance among farmers.
The . development of this dimension needs to be seen as a
priority area of institution development at this stage.

It was observed that the  I0s function 1in the four
Polonnaruwa District projects in an array of roles such
as:

(a) primarily, as assistants to the Project Manager in
executing his programme of work, and data collection
from farmer groups and organisations;

(b) secondly, ags the co-ordinator of +the services
provided by governmental officers and agencies; and



; k 4 iffrpasone'why man
Ffarmers perceive them to be officials (niladharie
without adequate powers to be effective. On th
”other”hand ‘Wwhere -~ they: are effective -in - solvlng th
‘-~g;farmers problems, they tend to ‘be. . eocepted A
: officials ,f”“It ‘creates. the’ new dependenoy amon;
;bfarmer groups andforganisations as mentioned before

** The ‘role ot 108 is to :-r'ac'tiv_afte. dhahé'es,i '_'.i?_ri{_.j%kﬁbﬁ.-it?dsé'
skills and attitudes of the farmers. Hence the I0 shoul
- be-.capable..enough:. ..

‘ffifﬁo‘*“éétf‘fﬁe*”’é oommunication bridge between +th

" implementing agency (ISMP) and the farmers; ' ’

© - to--oreateca. need - for-change .-ie.-weaker. to. a stronge;
organisation; '

- to develop rapport with the farmers;

- to change positively the existing FOs (ie. reorganise

- the FO); o S _

- to diagnose the farmers” problems (mainly irrigation
and motivate them to implement necessary changes anc
action through themselves (ie. help them to hels
themselves);

- to stabilise the changes and prevent discontinuity;

" - to generate awareness and  develop self-reliance among

farmers in order to activate joint-management.

The ISMP recruited two types of I0s
‘a) Graduate 1.08 - very few remaining; and
b) 1.0. Probationary (IOP) - (Af Level) - (about 70)

The positive impact of probationary I0s as catalysts of
FOs is difficult to recognise so far. 1In objective terms
their work could be visualised more as assistants tc
Project Manageres in execution, monitoring and evaluatior
of some activities of the ISMP. The situation becomes
more complex as there is a widespread feeling among
farmers that the I0s are “officials without authority’
rather +than catalysts. Unfortunately some of these
probationary 10s themselves tend to act and behave tc
confirm this view.



o be,actimated.as'catalyatﬁ V.d: Lk : T 1 e
Cend they will-have many- advantages over;any other recruit Cag.
they.are. _

G e e s

~L;5;from the.same farming communiby,ﬁg\m;wv- e e A
: Having sohe. ‘}den about Farfing’ andefarmer'prdblems’
w;willing to- work in the field

"u : Q o-learn new things,.and W SRR
'~-=w1111ng to- respect and help their elders (iemfarmexs)

- -However,. -in trying. to.. understand . .theilr. . strengths .and
'weekheseesithe follqwing.poihts,must;be&considered: o
“~ are they too young and 1mmature'fo“be'acéebted'b& the
elderily-farmers: as .their change -agents? S R
- do they have enough training, experience and back-
ground knowledge on commercialized agriculture to win
the confidence of the farmers? :
- do they know what to-do and?

The .observations -made in this study suggest that the
involvement of a "change agent”™ 1like an Institutional
Organiser (IO) is extremely important in order to develop
farmer organisations under prevailing conditions.
However, +the practical impact of +this - task depends
heavily on the effectiveness of individual 1I0s, rather
than the number of I0s in the field. The effectiveness
of I0s is dependent on their background, preparation,

- motivation and commitment. Some of these
characteristics can be developed while 1in service,
through on-the-job training programmes and other career
development activities. However, one’s ability to adjust
to the . demands of the sensitive soclio-economic
environment of the farming community is one of the most
important individual characteristics of an IO which may -
be difficult to develop via training, etc.

In the Gal Oya Scheme Rehabilitation Project and in the
INMAS Programme which commenced in 1984 it was envisaged
that the Institutional Organisers should be graduates.
During the period 1981-1987 there were a large number of
unemployed graduates who applied for these posts on 1-3
year contracts. The available data show that the
turnover of the I10s recruited on this basis was high from
the inception till 1988.



: thereafter due’ to the clcsure of universities during thef
‘period. 'Thue the question - who should be recruited as
Rhé 10 - bédane a major ‘Tésue “Undéf“thé””circumstanceSﬁ
Sl L bhe choice waS'“the Advanced -Level .gualified- young men
i and womeng;from the - loéality of the seleoted schemes Theﬁ

n,gmﬁpresent study.. reveals that it ds. time to evaluate whether”
¢ this” choice was appropriate and if';ot to suggest somef
-*fmeaningful alternativee ' ¥ e R

'aThe*field-investigations'feund that: in trying.- to make use.
. 0f 108, the IMD has looked . at the problem only from an
m_ﬁf;employer poin% of view and has failed to provide for(

- thé aspirations “of the “employees in- termB of  career

development - . and’ - continuity.- - ~In  order to. -improve
‘employer-employee relationship and to develop a policy
for employing 10s for the future, it is necessary to

- identify: : '

a. what is the optimum qualification at recruitment level
) for I0s (bearing in mind® the s8kill 1levels expected
from them and the remuneration package they will get),

b. what is the level of remuneration they should get,

c. what is8 the period of service for which they should be
recruited, and

d. what should be their career development prospects.

It would appear that both ARTI in the Gal Oya Project and
the IMD have answered these questions on the basis of:

a. the surplus of unemployed graduates from 1981-1987 and

b. the surplus of unemployed A Level qualified persons in
1988 - 1989. It has already been demonstrated that
“a“ above was a temporary phenomenon, and it may well
be that "b" above will also become a temporary
phenomenon if more permanent employment opportunities
can emerge with the establishment of peace and

development projects.



(i) Farmers” and ¥C répresentatives 4nm &:DCLO; < =+ .
. (i1) Committee members of Beveral DCLOs in a scheme, and
_(iii) Groups of DCLO members from several "schemeg it

U How far “1'

jpopulation in..a. series bf majof 1rrigation schemes by5¢#;

SPsrmat training g open 10, ¥ queation These... tr&iningﬁﬂei

’”“programmes are simed at improving farmer: orientation and~"*

avareness. The analysis revealed that the attendance is

" Boor and’that” those who attend too wish- to leave:iearly by ...

,uwmnequesting to eut. short the - programme.; This 1mplies that.

.. there  ig.: often a’ resistance: 10 attempts to 1nput“:ff

'knowledge and motivation ‘into farmers 80 that they ‘can

output institutional strength when necesgsary.
Ihe_RQlefQf_Lhe_nﬁer_1n_Ix:1ga&ign_stiem_Hanagemen&

One of the main components of the catalytic process at
“the agency 1level 1is to provide policy guidelines
including useful conceptual thoughts so that the FOs can
be developed within the institution building process.
Hence in order to finalise the section on conclusions,
the Dbasic concepts which are being employed for
institutional development are worth reviewing.

At present national level irrigation systems management
is based on the concept of encouraging Joint-management
between the state agencies and the water users (farmers).
These policy measures were explicitly announced by the
State recently and necessary steps are being taken in
order to implement them. This action was taken as the
State realised that irrigation systems are managed by the
State Agencies and that the time has come to change the
emphasis to Joint-management. These changes in national
thinking are based on and applicable to all major
irrigation systems including those of the ISMP. Although
the reality of thought and action are in these terms, if
one looks deep into the concepts which were used in Gal
Oya, and followed on in ISMP for creating action for
institution building, it seems different and confusing.
Perhaps more confusing are some of the intellectual
writings which have a bearing on these concepts.



R R G

eem Yo ‘have

believed and acted on the “basis” that | “there are 1o
. irrigation systems ~which .are. . entirely “agency-managed
Aexcept in hypothetical terms e The ,arg ment. of this

- ‘thought ' ie 'f*';: " : ersonnel ‘of an
fagenoy can manage the higher 1evels of system operation

" but.rarely do they have the -facilities,” manpower and

'ffinformation to control and ~distribute ‘water down o
. farmers’ - fields:. Therefore, .this ‘school of - thought
believes that some user role in water management is found

_:fin virtually all systems and that there are no agencies
'fvﬁhich bear all water management responsibilitiea by
‘%f[themselves and hence irrigation eystens - are‘ somewhat

Jointly managed (see“,iqr example - Chambers,‘ 1977 and
Uphoff 1987) This view explicitly implies: " even if an
agency 1is responsible for operation and maintenance at
higher levels of a system, users usually carry. out some
responsibilities in'A the lower reaches of systems
management. I R - '

This view presumes that all irrigation systems are
jointly-managed to some degree where the users are
sharing some responsibility and hence the purpose of
institution ©building 1is to increase +the ‘“share of
responsibilities” and the effectiveness of the existing
Joint-management. In fact it further assumes
modernization and rehabilitation as opportunities to
introduce an increase in joint-management efforts which
are already in existence. This thought also takes for
granted that “farmer participation™ represents an
important part of irrigation management, indicating that
the mere participation of farmers in irrigation matters
implies joint-management.

Based on the field situation, the present study concludes
that in the case of major irrigation systems of Sri Lanka
in general and particularly in the case of the ISMP
irrigation systems there are no signs that in reality
Joint-management is a prevailing characteristic which one
can take for granted as the above school of thought
believes. In fact, the reality is whether there is a
reasonable degree of Joint-management even in the 4 ISMP
Projects in the Polonnaruwa district after all the hard



8 {n depth discdss‘ions held BB

?.ﬁnumber of interviews

"part of the present stuoy it wag noted that Bom& actors--*3

-+ - who - were involved An Gal-Oya, INMAS -and ISMP were acting
..in. the Dbellef ‘of. the abOVe school of thought which'
;;fpresumes'-théiﬂ,xistance joint«management i L ey
fifirrigation system : Therefore, these concepts are worth s

| QIn trying to make ‘an’ objective review of this thoughtff”

... One may observe that any user oriented product or service
system requires the user to play a role ag”a result of

1“f}being 1%s user, -even: though it does. not .. imply ‘that the

f:system is° 36intly - ‘managed.. - The ‘provision. of . irrigation},.i-l’j
__”water is very much.a user- oriented service where the user

needs to play a role even if it is not jointly managed.

Effectively, the answers to the question such as what
amount of water, when and where it is required cannot be
answezed by the management system alone as they are user-
oriented questions They can be best answered by the
users or from the information provided by the -users
involving a user-role. However this does not imply in
any meaningful form that such a system 1is necessarily
jointly managed. In fact in most of the
Services/Products which are user-oriented, the role
played by the user in this general sense is a role of
"feed-back"” for service facilitation - i.e. information
for the system to manage and not necessarily a function
. of joint-management. The user of electricity supplied by
the Ceylon Electricity Board who may have got the
internal wiring and electricity outlets fitted to his own
satisfaction and notified the Ceylon Electricity Board of
the power supply he needs, does not "jointly manage” the
electricity distribution system with the C.E.B. (In fact
a user who goes to a tailor who serves the customer's
orders plays a role somewhat similar to that of a normal
water-user of an irrigation scheme. This does not mean
that the “tailor and the customer” Jjointly manage the
“tailoring service").



erv. 'system the user
hin ) ”ﬁ ,is does not ihply
_.3oint mahagemént‘“b” .¢eVen in product based*

'”’marketing Bystems the user (consumer) plays wrsle in

. B0me form- or  the other. in . order .to get what he requires
>L>and to change'the product itself in the 1ong term. Ae

"User- role”’ the ™ pffsent day* ‘market
lieVe that there are no products :

, 'wﬁ_iTﬁe#*analvsié'akfw“real world product/service_ systems'

u_indioates that these systems are characterised by a
varying degree of " user—orientation thich " be

t“loonaidered ag.a spectrum At ‘one end ofgthe spectrum one;

ﬁEzmay -£ind: the degree of: user orientation is. minimum .and.

vjlimited only to some form of user—communication which
'plays an important but limited role of communication and
feed-back for the management s8ystem to provide the
product/ service and Yo improve the provision
continuously. In such user- oriented situations the usere
do not participate in management and can be named as
“user-communicated” systems. For this situation to occur
the “users are belng contacted” by the system as a
minimum necessary condition.

There are other "user-oriented” product/service systems
in the spectrum which are characterised by more complex
“user-role” compared to the extreme type specified
before. In such systems the "user-role" is not limited
merely to “user communication™ but there is a visible
"user-participation™ in order to ascertain the delivery
of the product/ service. One may call these systems
“user-participated™ and this type of user-orientation is
not necessarily exhibiting a degree of organisation for
"joint-management”. However, one could recognise that in
order to ascertain "user-participation™ “users are being
mobilised™ by the system which is a more complex process
than merely being “"contacted". Here the “user” can play
an active role by representing views and participating in
voluntary activities which can facilitate the provision
of the product/service.
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fnnexure b.

T ...NQ-..; P NP S

ygserxal Haie o. n.‘.L Q.;_

"z“A break up offthe sttrxbutory Canal.LEVEl rganxsatinn 1n the Hinnerxya

Caaals

Lol e et e e e e L

o RajaEla o
'11;L¥ntalanali R
Ulpathwewa 4
Hinguraka

Hathasuna
Hingurakdaaana
Kunaraqéna
Yoda-ela
Yatigalpatana

< opaudil T

Kusumpokuna

Divlankadawala
Vihara Mawatha
Galasuna-Geaunu

Galaauna-Perakus

Galasuna-Vijaya
Yotikapitiya

" Kususpokuna

Mahasen

"_;<Raja Ela L .
TS and 014 . 20 ;

'NDZIILB 1,2, RB 1,2, i,

BbRNb-lZ'

D21 - LE.3
RB&-D
(Y3
b 22
28 LB 1-6 RE 1-3
28

B3\

IWA-36A
D37
D1
p2-4
D5-8
Drainage Streaas

D
]
D 28 RE b-1F LB Tl o e
b
D

Brainage Streass
[ )

ﬂ_»Extenti‘

Irrlgated

.J (Acres)

1610 .

g
1140 - .

. 897
1023
868
1464
17

149
1427
1497

960
2091
1747

961

Schenﬁ

A8

“Earders in
oot

DrqunaI

fllottees. - -

30
S48

o

175
168
151

i _ber of

E



Cfmmexure o, L e e e

 p ot thie Distributary Canal

“Serial. Nawe of D.C.LE0. “Extent " Number of *Nuaber of "
gyt e et e T e Ierigated  Farsers-in' - Original
{Acres) DCLO Allottees

: The - held Canals take off d1réctly frol*':i 750 316 331
7 the LB, min Canal “and there are oD e T ' S

. Canals under it. . .

2. Mahasenpura 07, 08, D9 926 ) 273 224

Agbopura Dt, D2, D3, D4, D5, Dé 199 264 155

[ Y]
-

L T L S S S U

4. Jayanthipura . D10, Dif, D12, Di3, D14, Di4A | 1089 409 335
015, Dib, DibA, D17, D18

Je Kadawalawewa Db, D §/6, D 2/6, D 3/6 : 820 487 471
b. tinagalawehera D19, D20, D21, D21A, D22 , 1062 347 227

1. Chandanapokuna D23, D24 o 523 143 123

Total 7366 2241 1868



w2 No -

""3i;1{f:; £

10.

Katig@éggq}:;?;;,ﬁ

Meda Ela

Balagollagaea

Dangahanela

Banduwawa

Tharanagolla

Buduauttawa

Heelogama

Diwulwewa

Canal Pipe Dutlets { - 18
No §
39, 43

18, 21, 23, 25

34, 37, 42

20, 26, 3

46

83, 76

noreseA T e Ty

| ;ﬁaQAiiegéig f Db, 8;310; 17, 19

{Acres)

.. Irrigated . Faraers in

0CLO

. 634t o

247
bb1
43¢

1097

386

S

173

407

200

~ Original

Allottees

@

L

r33é i

137

361

182

143



finnexure 9,

Py

D ~ O~ en &=
- « e a

~Qt

10.
11,
12,
13.
14,
13.
16.
17.
18,
19.
20,
2,

22,
2.
24,
23,
26.

- Kalahagala .

hlutiens
D4 of D2 Main --

Hanikkampattiya
Sinhapura
Lankapura
Thagbalawa
Somapura

-- fAbayapura - -

Kegalugasa
Futasthigara
Beaunupura
Balthambarana ¢
Sevagasa
Palugasdasmana
Nonarathenna

- Damana Geaunupura
- Wijayarajapura

Sinharajapura

"'..b

",lto Reservoxr
"'DZ RB'1 -

Feeder Canal- frol Albanganqa anxcut

" D2LB 1 toé

Kalinga-ela pahala

Sungawila
Weerapura

fizbanganga
Laxauyana
Wijayabapura
Raudharthagasa
Weerapedesa

>

Main LB 7 to 10 and R B 6 to 9
RB 9 te 15 of DI North

B 1B upperportion and RB 20 of DL North

D1 North RB 18 Lower portion

-D1-North-LB-2 of KB 21~upper. portion - -

DL North LB | of RE 1B
0 North RE 21 Lower portion
B 2Z and LE | of RE 21 of DI North
Elock F Plus Topawewa D1 Main
L &E1of DI East
REI234678o0f DI East
L B 2of D East
L B3, 4of DI East
Dl East R B ¢ to 11
RB 12 to RB 16 DI East
LB 3§ to 10 of DI East
L B 2 Lowerportion of RB21 of D1 North
Lower portion of RB 17 below the
Kumbukkan Aru anicut
D3 North
D1 North RB 0 tc 4
RBJto8 of DI North
R B 17 upper portion - D1 North
R B 1 of D2 upper portion

Consists of Purana Villages, Village
Expansion Scheses and Major Scheaes

u':(dtrééf”'v

Lot

1379
98¢
1320
798
119

88
1730
1524
1835
1489
1650

598

800
1070

o8
1094

612

937... -

i

- -140
163
236
50

153

162 -

114
234
289
683
29¢
344
116
1435
322
178
238
135

b4

21
110

7 Whreakup'of the Bistributory Canal-evel Drgantsations in'th Parskrisa Siwidra Schess v

, _ 'ﬁfiqiail
o

Allot fee:

k)

am”
V)
116
220
120
114

-~ 134

2
I

191
254

Bl
210
250

89
106
167
122
189
134

34
169
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Suhada Eksath

Sri Naga

Vijitha
Vijayapura Vijaya

© Samagi

HenlkhorDNWa

"Saga

Bovi Setha
Mahindapura
Fragathi
Hahaweli.

Pubudy

Senanayake D.S.
Sri Vijaya
Hahasen

Eksath Govi

Veera Keppatipela
Nagarapura Sahana

anmosmn7' '

0 bz
‘ ‘:: I-'ﬂl ",A' o REE

08; 09
1)1
04
D3
01, 02

Haln Lanal Outletc

02
)
0!

02

Nain Canal Ouflets

01, D2

DL, D2, D3

DL, D2, D3

D

D1

D, D2, 23

D1, D2, D3, D4, DS, D24

487

Cuns

509
647
368
503
402
481
2%

5§77
320
659

R

256
822
477
428
808
326

{Acres). . DLLO

Original o5 -
_ Allottees -

322 123
o 2895 e B2
CAS 3

204 154

225 - 195

174 164

13 207

209 195

300 278

130 123

I 24
124 9%
134 299
165 160

115 104

457 367

200 185

240 200

360 348

256 234

226 208

345 338

5457 4779




'_'where the management process is” user—supported“fT Here

"the “User-role” is more “active ‘than “user" ‘participation”

..in discussion and voluntary work and the role becomes a
part of the ‘management ‘process itself &6 that “Joint-"

’=ﬂ;§management” process rather than the agency trying to;;

mobilise the user. This is a more complex situation of
“user-orientation” than the types described earlier and
the system will be'oharacterised by a higher degree of

'i’organisation Which-. depends n two-way. - functional,w;g,

...?;between the _user -and: the agency - can-- takeﬁ;ihy
In this typsa" of management systems the user and*ﬁ””ﬁ
a; '~-“joint1y organised %o undertake thel, . .

Process In ‘this. process the users need to Organise*"“~

themselves to take responsibility in the management

‘process while the agency (or agencies) should’ organise -

its new role by giving-up certain responsibilities which
they were undertaking earlier so that the users can take
over the responsibilities. In this functional process

" not only ~ the " management - system - becomes a -Jjoint

‘regpongibility of users and agencies but organising to do

B & A5 I also ‘bécone a Joint task:

Further to this category, at +the extreme end of the
epectrum one could visualise "user-managed” systems which
are fully tailor-made to user orientation. In this type’
of system the users will organise themselves to take over
the total responsibility of management instead of leaving
the system to be “user-supported” and hence it will be
user—organised. An over view of the different types of
user-oriented systems as discussed above are given in
diagram 4. '

From the above discussion it 1is quite apparent that
purely because there ie farmer participation in
discussion, representation and even in voluntary work
euch as "Shramadana” in groups, it 1is meaningless to
consider that farmers are being organised for Joint-

management. There is noc doubt that such a position of
"participation” is a more encouraging position than the
situation based on mere “communication®. The present

study revealed that among some of the thinkers, policy
makers and actors who are involved in the catalytic
process of the ISMP there is a confusion arising from the
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-:gguforce for action.

"1;ﬁuiscuss the natu's

and-. user supported joint management It is concluded_

"= that resolving this: ‘confusion ‘should- be geen as ‘a primar¥'~

task 1in order to improve the catalytic process of

institution’ building process ‘as thought 1s the drivingkww

JWith the above.considerations in mind 1t is useful to;'“'

and scope of the process

W o

" by the term "management” at the ‘stage of concluding this "

..., one can,
'irinvolved“% p

study. It is being well accepted by management thinkers
and practitioners that management is a process by which
get _ings,dpnc with the help of. others” and it:,
_ﬁﬂfundamenﬁﬁ”,_,m“dyném.cal_ 4 ' % gl
activities namely, planning, implementation and control;-

The - same - thinking believes that»-ths. basic. nature of -

impléméntation ' implies: “organising”, - "resource-
mobilising” and “directing". Therefore, the essence of
any management _process can be seen 1in terms of 5
- sequential - activities namely, . (i)  planning,  (ii)

organising, (1ii) resource-mobilising, (iv) directing and

emplirida -

“(v) control. Therefore .if .an irrigation .system is.

Jointly-managed by user and agencies, then both users and
agencies should Jjointly wundertake the 5 +types of
activities rcquired for its operation.

In order +to "get things done” aB management impliesg
“planning®™ (preparation for action) is a basic need. But
the necessary action cannot take place without making

very conscious attempts in “organising” - i.e.
recognition of relevant tasks derived from the
established norms to put plans into action. Then the

“"resource-mobilising” becomes the essential requirement -
which should be seen as a way of identifying necessary
human and other resources to carry out the recognised
tasks, and obtaining as well as allocating such resources
in respect of the relevant tasks. The activity of
"directing"” involves motivating, guiding and supervising
reople who are avallable and being assigned to carrry out
the recognised tasks in accordance with the established
normg and procedures. These activities should lead to
"control” of task performance by monitoring what actually
harpened, identifying the deviationsg from planned results
‘and making modifications. in planning and other previously
mentioned activities.



'ﬁdParallel to the 5 sequential activities mentioned above
"the management process of any “human endeavour involves £

. ..continuous activities which are required in order tc

perform' any of . the 5 sequential activities. = Thesé

”{Qminimum activities are (i) analysing situations.; (14)

‘1dentifying problems, (iii) making decisionS' and - (iv)

,{;;gcommunicating’fwith peoplef The contlnuoms activitiee
Coeatem” P frém 4 basie . ingredients “which..; cexist’ “in any

management 'situation, namely,- (i) reality (of thé
particular situation), (ii) concepts (which exist to be
ueed in the situation) (i1) things (to get done), (iv)

,:5ﬁpeop1e (to facilitate getting things done) The overall
- brocess of management incorporating the 5 sequential

activities and 4 continuous activities ‘in the 1light of
the 4 basic ingredients can be visualiséd as in diagram
5.

The above discussion clearly indicates the ‘difference
between the "user-role" required to operate an irrigation
system at the level of Joint management and that of other

management. Hence the study concludes that 1f the
purpose of development of farmer organisations 1s for
joint-management of irrigation schemes, then both "users”
and "agencies” should be in a “joint-venture” undertaking
the responsibility of the overall management Dprocess
involved in the entire irrigation scheme which could be
visualised 1in terms of sequential and continuous
.activities mentioned earlier. This implies that the need
is for the farmers and officiales to work together in
carrying out necessary basic activities such asg:

planning, organising tasks, mobilising regources,
directing people and controlling performance - relating
to the whole system. In other words, Jjoint-management

should be seen as an integrated process of the above
activities with Jjoint user-agency responsibility of the
entire irrigation schene. '

The degree of organisation necegssary and sufficient for
this purpose is much more sophisticated and skilful than
that for farmers to participate 1in discussions and
voluntary work and for “handing over and taking
respongibility” of bits and pieces of a scheme forming
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'u;disjointed management system o Hence the" study concludes
that although the efforts made and theé- Fesults adhieved

~: by.-the 1SMP..is.. remarkable,. the. Process. of institution
. building 1equi1es further attention to attain its goal

”éhould be' not only -td' organise' farmers “but*“tb
f~ihst£tutionalise ‘both-users: and -agencies-as- an .integrated
_.'ffwhole in’ joint management “This- requiree ‘developing. .the
wwgfability of: farmer organisations _to. undertake, Planning,
Corganising,t 7 Pessuréechobilizing, - directing - - -and

‘ controlling activities while improving their skills in:
'f¥fidentifying - problems:: co ] making decisions. - and
"communicating for. action g : Rt

x




{”ﬁﬁfln trving to develop FOs it is fundamental to;f}ﬂli

"'define who - should be admitted ‘ag’ members of sucho
Forganisations I

: i Thew madority ~of-the existingv*fw _
- members  of” the* FOs ‘should be - allowed “to decide- wWho -t T

Bhouldube recogniaed -as.’ the - farmer in - connectionél
T with thé formation T of ' farmer ~organigations’ " "

However . the following guidelines are recommended
%gfor' -the . use ~of - ISMP officials in assisting bhe.

ﬁlﬂ%members "of -FQs. o’ rthink An - the- appropriate.ey

direction:

a. As far as possible the farming community and the
officials concerned should recognise the farmer
who actually farms the land and who uses the
water as the "farmer  for the time being. All
such persons should be encouraged to join the FO
as "they need each other.

b. At present the great majority of original
~allottees are . recognised as members . of FOs.
However, only a small minority of the original
allottees” children who now farm separate
holdings (said to be about 60%) as well as
regularised encroachers entitled to water issues
and tenant (ande) cultivators are recognised as
members of FOs. The ratio of allottees vs
memberg (100:115) in the PSS bears this out.
(see annex 9) The ISMP should encourage the
farming community to recognise the sgolidarity of
the nearer and smaller farmers in qualifying
for membership of FOs. A membership drive
sponsored by ISMP is strongly recommended.

c. As far as possible the ISMP should encourage the
original allottees who are too o0ld to farm the
land to transfer their rights to their heirs who
now actually farm the land. ©Since this is a
socio-culturally sensitive issue it should be
done gradually and with care. )



: BPFOErammes'txf governmental agencies pertalning'”'“
~“ﬂ;§° the agricultural production _programme which“whﬂh

NN ‘..b'-'_..

relevant to thea
;'management of: irrigation Bystems of ISMP ehould[

T avslve O the 'basis’ that “the' most important Jevel -

_for FOs to 'be developed is at the Distributory

:szCanal Level”

e forward and backward linkages between farmers and
j.._officials for communication, ‘fepreséntation and

'assistance to vitalise ‘the functioning of FOs at DC

. level. Strong FOs at this level suggested at the

'IﬁD ID and line departments are needed to provide

“the base for the highést and fiost effective level
',%;of joint management of the major irrigation schemes

i.e. the projeot level.

As an important measure to improve the efficiency
and effectiveness of FOs, the area of authority of
farmer organisations needs to be defined and re-
- demarcated as . necessary.  For this purpose the
. following guidelines are recommended:

. a. The optimum size of a distributary canal level

‘ farmer organisation is 500-1000 acres. However,
where_,individual distributary canals serve
relatively small areas which are physically
isolated from . K the rest of the irrigable area
under the Bcheme (e.g. the Centre Main Canal
under the Ridi Bendi Ela Scheme which irrigates
247 acres) it may be best for them to be served
by a separate DCLO area.

b. The office bearer or an official of a DCLO made
responsible for water issues from a distributory
canal or canals to the field canals could
conveniently cover an area of 500-1000 acres
(they often use bicycles). He will be assisted

AT recommended that” 'the policy guidelines;;;ff
formation . of ~FOs: cdointi s

- ~he”entities ‘at. FG level .and- Project‘;.,t
si)egel T ahould s be recogniseda at’ thiﬁ ~BEALE: BE. i
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mﬂresponsible for water issues within each field
canal level area.

. Where‘ a single distributary canal 1rfig5£éé”"a

,pfftsubstantially 1arger extent (e, g. 1750 -acres) 1t
T - best to break up the area into two (or if
'?5f;necessary more) DCLO areas. The alternative of
S Y an official oY " paid employee if - a ~gingler DCLO

'-fserving ‘more than: 1750 "acres -as. the water-

~ ‘manager responsible for supervising twd or ‘more

Q_officials or paid employees who 'will Dbe the

f'fwater distributors covering an- area of 500 1000
T acPreR each EET hot recommended « Phe - higherp
M,_level of management required for a water manager

'supervising water distributors is not likely to
be found amongst the farmers in the 1ISMP
project. .

If the area irrigated by a single distributary
- canal is demarcated into two or three DCLO

‘areas, it 1is preferable that there should be
regulatory structures on the distributary canal
at the entrance to an exit from each DCLO area,
80 that each DCLO could be responsible for water
allocation within its area of authority. In any
event, it will be necessary at 1least for
informal meetings of the DCLOs irrigated by a
single distributary canal to be held on an ad-
hoc basis in order to declide on water
allocations between DCLO areas. It 1is not
considered necessary to set-up a Sub-Project
Level Organisation or Area Farmer Organisation
in between the individual DCLOs and the Prolject
Management Committee for the above purpose. A
fourth 1level of farmer organisation is not
neceseary in the 5 ISMP schemes although it may
have been necessary 1in the larger Gal Oya
scheme. Only those levels of organisation are
recommended which will be sustainable by the
farmers after the "hothouse" support given by
the ISMP is withdrawn.



vi.

vii.
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e. In practice, the demarcation or .re-demarcation

" of DCLO areas has to be done in relation to both
soclo economic considerations which define one
village community as an entity separated from
its neighbours as well as in relation to the
hydrological boundaries of the areas irrigated
by the distributary canals.

f. The physical area to be covered appears to be
more 1important than the number of farmers in
determining the size of DCLOs and FCLGs. The
data collected at various times by the agencies
about the number of farmers itself is misleading
since many peoprle refer to the legal owner (in
most cases the original allottee under the LDO)
as the farmer. In reality most of these
holdings have already being broken up to two or
more separately farmed holdings.

The need to give legal recognition and backing to
the DC level farmer organisations is greater in the
ISMP schemes than 1n other major irrigation
schemes, as the DC level farmer organisations are
more advanced and active in these schemes. Hence
it 1s strongly recommended that the ISMP takes the
necessary initiative to assume that such
recognition is given without delay.

It is recommended that there should be a fixed term
of office for farmer organisations. The 3 vyear
period used in many village level organisation 1is
recommended as 1t represents a trade off between
time needed to become effective in the job, and the
time ©beyond which the office bearer of the
voluntary organisations tends to get faded 1if he
does not want another term in office. At the same
time there should be provision to remove office
bearers if they are not efficient enough in their
functions.



viii.

ix.

xi.

It is recommended that DCLOs should continue to
give priority to building up and stabilising their
capabilities to manage the 0 & M of the secondary
and tertiary distribution systems while they
venture out into other. activities connected with:
a. agricultural production programmes and

b. other programmes for increasing farmers  income.

It is strongly recommended that each DCLO should
prepare 1its own seasonal agricultural programme.
These DCLO programmes should then be used as the
building blocks of the project level agricultural
production programmes. This bottom-up process
gshould replace the former top-down approach whereby
the departmental programmes of the line departments
are aggregated to form the project level production
programme.

Many DCLOs are showing an interest in improving the
input supplies and marketing facilities available
to their members. Some are already 1involved 1in
Janasaviya and other programmes to increase rural
incomes and employment. At this preliminary stage
of instituional development the IMD should play an
active role in promoting, encouraging or
discouraging the involvement of DCLOs 1in such
activities on an assessment of the capability of
each DCLO to fulfil its primary responsibilities
for the 0 & M programme. However the IMD should
not over do this role in order to create state
control over FOs. ‘

The Project Committee should be reconstituted as.
the Project Management Committee and given legal
recognition under the Irrigation Act while making
use of the following guideline:

a. The Project Management Committees should have a
clear majority of DCLO representatives

b. They should have the right to elect any member
as thelr chairman

c. The Project Management Committee should have
responsibilities of the planning and
implementation for the rehabilitation and
maintenance of the distributory canals and the

FIa1ARA ~raralao



xii.

xiii.

xiv.

Xv.

It is recommended that greater attention should be
paild by the ISMP to developing the Project
Management Committees ag the highest level farmer

~organisation for the Jjoint management of major

irrigation schemes, pending their legal recognition
as Project Management Committees.

It is not recommended that there should be parallel
committees i1i.e. a project management committee and
a project level farmer organisation, so that the
latter could make representations at the political
level and also function as an apex body. The apex
body should be a Jjoint management committee
consisting of officials and farmer representatives.
The latter could make representations at the
political 1level if they so desire. This occurs
already in the case of the farmer representative
from each project committee who as a member of the
DAC and speaks on behalf of the farmers at the DAC.
The project managers are also members of the DAC
and speak as officials.

There is no objection to the DCLO representatives

of the project (management) committee meeting as a

sub-committee of the 1latter to discuss matters

which

a. they may want to discuss in the absence of the
officials

b. the officials may not want or have time to
discues with then

Such a sub-committee would meet when necessary
before or after the project management committee
meeting, thus avoiding an additional series of
meetings.

It is recommended that the purpose of developing
farmer organisations should be explicitly for
Joint-management of irrigation systems Dbetween
farmers and state officials and it should be
practised in addition to using as a theme for
discourse so that the management system becomes
uger-supported (i.e. supported by the farmers)
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rather than public-supported (i.e. supported by
public funds). For this purpose action should be
taken not only to institutionalise farmers but to
“humanise” (create a feeling for people

_orientation) -s8tate. agencies which .are operating in

CUthé area . of 'irrigated” agriculture by changing the

xvi.

attitude to bridge the gap between the officials
and the the users.. The purpose is much broader
than that of transforming the funding of the O&M
system from the government to the farmers.

It is not possible to manage different components
of an irrigation system such as the headworks, main
and branch canals, distributory canals and field
canals as separate and 1isolated components by
ceeparate groups. The notion of “handing over™ the
field canals and distributory canals of major
irrigation systems to farmer organisations while
considering that the Irrigation Department will be
responsible for the management of the headworks,
main and branch canals 1s counter productive. It
is recommended that the operational norm should be:

a. the farmer organisation should be encouraged to
make a major management 1input towards the
distributory and field canals while the
Irrigation Department continues to play a
management role in such canals simultaneously by
providing technical guidance to farmer
organisations

b. the Irrigation Department should play a major
role in managing the head works and main and
branch canals while recognising the important
role that the farmer organisations can play in
that farmers are the beneficiaries of the system

¢. the project committee comprising of both
officials and farmer representatives should be
developed to facilitate the joint-management of
the overall system by embracing both (a) and (b)
above.



xvii.

.. -would. pave ..the :way . for . FQs - to take ;pcregs;nggilgi

e a .

The emerging pattern of joint partnership in
management should be examined ~carefully to
understand the nitty-gritty details and whether the
agreement 1is realistic enough for farmers to have
faith in the new organisational framework which

.“management responsibilities

xviii.

It is recommended that carrying out a perceptive
study on farmers expectations out of a
participatory management process 1s an important
requirement to assess the current programmes 1in
relation to-theinew directibns envisaged by ISMP.

8.2 Improvement of Functional Environment

ii.

iii.

The process that paves the way from mobilisation to
organisation through active participation is
clearly emerging in the ISM project area. This
indeed 1is a singular achievement and a very
important signpost in the programmes implemented
for institutional development for irrigation
management. A difficult threshold has been passed
and all-round acceptance from officials, especially
from the 1ID staff, 1s a good indication that
difficult times are mostly over. It is recommended

that at this stage every aspect of this emerging'
process be closely monitored and constructively
analysed and criticised to ensure a safe "landing”’

It augurs well for the irrigation sector because
ID"s decision to revise 1its own strategies and
project a different approach will be highly
complementary to the current phase of development
in institutional building. ID should now formulate
its own specific plan of action and submit them
before the farmer community as commitments and
promisges.

IMD should continue to play the catalytic role in a
1earniné process approach and endevaour to
consolidate on 1its accomplishment to develop a
sector-wide communication process which will
facilitate other schemes” to adopt lessons from
ISMP.
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v, -In order to increase the efficiency. of FOs 1in
e . . undertaking rehabilitation and maintenance work the
following measures are recommended

.-a. Farmer organisations .,.and - project . (management)

'ﬁ”ffcommittees-should participate-in the preparation
of priority list for maintenance and
rehabilitation .works. These prlority lists
should be approved by the project (management)
committee and adhered to by the ID in
implementing_the ISMP rehabilitation programme.

b. The FOB should be motivated and given confidence
86 Tundertake U the “garth ~ work - and civil
'_construction works, both through community
participation (ehramadana) and through self-help-
based profit oriented strategies.

¢c. The ID administrative and technical officials
should ensure that the estimates for the works
to be undertaken by the F0s are always realistic
and are made available to the FOs in time, to
start the work in the close season.

d. The FOs who undertake the civil construction
work, should be provided with some financial
support to start their work if they do not have
capital resources.

e. The FOs, making initial preparatory arrangements
for the civil construction work, should be given
adequate technical instructions.

f. They should be supported by providing standard
pre-constructed devices such as pipe outlets,
and other requirements such as metal, cement

" ete., which may be difficult to obtain due to
situational problems.

g. The ID should ensure that payments are made to
the FOs after completion of the work by
minimising avoidable delays. '
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- environment should be: developed for healthy
‘competition amongst the latter.

‘In view of the- wide variety of views expressed

‘”Tifregarding the pace with which the devolution of

rehabilitation of distributory canals (and even
the maintenance of rehabilitation of structures
.. An the field canals) could be effected, it 1s
' “desirable " that” Jjoint  guide " lines . should De -
tugissued from time to. time by, the ID and IMD
&, ‘at the natiocnal level and =
" b. by these two organisations at the  district
level

J. Communication and cooperation between the farmer
organisations and the two line departments and
agencies such as the Land Commissioner’e

- Department, Agriculture Department, the Agrarian
Services Department, the Animal Production and
Health Department, Agricultural Department

Authority, Agricultural Insurance Board,
Cooperative Development Department, the Paddy
Marketing Board and. the State Banks need to be
substantially improved. At present sufficient
action is not belng generated to ensure active
_participation by the 1line departments and
"agencies theilr present action 1is greatly
limited to discourse at committee meetings. We
recommended elsewhere that responsibilities of
these Departments would be to participate in the

_ bi-annual workshops that should be held at the
district level.

k. The long term benefits of institutional
‘strengthening of farmer organisations can only
‘be utilized if there exists proper coordination
and cooperation between various line departments
and agencies involved. The process of
institutional building of farmer organisations

fﬁfh .If-'gome’. FOs are willing to award the work tol;zi
'-._”suitable . private'f” contractors, U Tthen . an v

:bj;;ofﬂicials ‘of < the: D D ... the IMD .and  line . .
'fdepartments,"*and“=-b farmer organisationsf57ﬁ

:?responsibility for “the operation mainteénance and -



.........

in y ’
achievement will greatly depend “and | improved
into institutional relationships.

The Jjoint consultative committee congisting of the

dfofficials 9f .. the - IMD - and . Sheladia which

‘.Fmonitors the overall activities 1n the ISMP coul&

__vi,

:fjbe deemnied” to ‘be & sub-committee: of the DAC..  'The
'F:proliferation of organisations and committees is‘

not recommended

In view of the wide variety of views expressed by

:?officials ‘of the  ID, IMD, s line . departments ‘and.

)¢;iarmer organisation regarding the degree to which
‘the devolution for the’ “dperation “and” maintenance

vii.

viii.

ix.

and rehabilitation of distributory canals could be
effected and the timing of +the changes, it 1is
gtongly recommended that more attention is given to
issue joint guidelines by the ID and IMD:

a. at the national level and

b. by these two organisations at the district level

To hasten the current process unleashed in ISMP it
would be invaluable for IMD to devote about half an
hour daily on prime time in Raja Rata Radio to
discuss the progress and events 1leading to the
successes in ISMP and develop a communication
proceéss. TV may also be used for a national level
audlence.

The need to understand and conform to specific
situations existing in the respective irrigation
systems should be an important 1lesson emanating
from ISMP experience which irrigation practitioners
cannot - afford to ignore. This s8hould Dbe an

‘important conceptual  component in discussions

during training and also in other instances.

The proliferation of other forms of organisations
attempting to address several of other issues
concerning farmers would be effectively contained
by launching a nation wide programme on radio and
TV to communicate on the new leadership which has
emerged 1in major 1irrigation systems. In many
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'finstances'attempﬁsﬂto Betin gparallelforganisationswv
‘are " being ‘made due to - ‘poor -communication of
different facets involved in organisational change
and development relating to. farmer organisations in

: major irrigation systems

*fNMAS programme'should now5

‘components to be added as objectives of the overall
programme.

i. The role 10s as “"change agents,"” motivators "behind
the scenes facilitators”, “advisors on institution
building at the 1level of the farming community”
needs to be defined in more speclific and pragmatic
terms  and communicated. to the I0s themselves, the

“farmers and thé officialse concerned. A definition

of what their role may. not help. They are not
intended to be "farmer leaders” "easy to approach
officers without officlal powers” "go between”

“"reporters to the PM" “assistants to the PM" etc.
It is strongly recommended that in defining their
role and functions a series .of "do's" and “"dont’'s”
should be identified and communicated to the 10s.

ii. - It 1is recommended . that .- the presently hired

' probationary IQ0s are not the best choice to play

the role of the catalyst. It is recommended that

the IMD should review its policy of recruitment of

I0s by considering the advantages and disadvantages

of the presently selected personnel which are given
below.

a. ‘The Probationary I0s are easily available and
intelligent persons can be recruited if a good
selection is made.

b. They are “"sons and daughters"” of the farmers and
thus know the farmers” behaviour patterns and
are very acceptable to the community. '

_ analysed anew” in thefﬁﬁ%f
<7 -1ight of new. charnges. emanating from. ISMP .areas. to;:i.j
‘"“gjdetermine whether certain aspects of the programme;;-s;

should be e8pecially ‘highlighted ‘and” otheér mew =



. they ‘are” sometimes “1ooked down~'upon by the
elders as not acceptable to receive advice from.
d. Knowing that the IO position is temporary, they
_tend to find alternative employment. -
“e:gTheY do not: Bpssess the ;intellectual ability. and
the professionai competence to play “the” role” of
8 change agent '

'pi f IOs should be available at the appropriate time

but only for a relatively short period and hence
the recruitment process should not be time
~consuming. The present choice has this
advantage: ~ . . SR,

. Iternate candidates “the T E8as I Iy
. identifiable choices are:- the newly passed out
trainees from medium 1eve1 institutions such as
farm schools, or the newly 8elected recruits for
middle level field officers posts such as KVSS,
AII, COO etc. The opportunity to work as an IO
'will no doubt help orient these newly passed out
" trainees  and recruits for their future positions
while +the institution building process will be
benefited in return. Such a choice would have the
following advantages and disadvantages:

a. The newly passed-out students from the
institutions concerned or the newly selected
persons from the Departments concerned, will be
motivated, energetic and would consider working
ag an IO edventageous ag it will offer them much
needed experience. They would accept the
opportunity and the challenge with confidence.

b. They would be more willing to accept a temporary
post before they are recruited for a permanent
post as it will improve the prospects for their
getting the latter.

¢. They are more suitable as I0s since the 10
Programme can he gradually thinned out without
either being handicapped suddenly by lack of
personnel, or being saddled with an unwanted
number of personnel who will be unemployed 1if
the cadre is reduced once the FOs are
egtablished.



“AT- | : ‘
e ISHP by "achange th ‘récruitment® policy at - thie. .
" point of time it is recommeénded that the ISMP
. should in future recruit those holding Diploma in
' Agriculture or equivalent levél officers as 10s

-This experimentation will be . . .
ETNﬂAS programme outeide theﬁai%v

Aia&,ﬁﬂéuThe role of the IO Who may be called a change agent}fftf
T “hmiotivator; ‘facilitator, -advisor etc. s in realitY:jJ”ﬁ

a combination of all these facets of farmer

'*Ujﬂoommuﬁitﬁ based ~institutional building. . . In.these .

mns the effegtlveuess of the IOB depends on
a&yr ' A S

, aﬁfift?””té-fdevelop ERET dapadity G :
. “"Consultant in Institution Building™ at the 1evel
lof- the farmers’ community for the purpose of
orchestratiﬁg the decision-making process among
farmers. This essential capability has to be
developed among I0s within an extremely brief
‘period of time bearing in mind that I0s will play.
this role only for 'a short “time. ~~ The achievement
of this task cannot be realised merely through
training programmes and the existing consultancy
inputs of ISMP. Therefore, it is recommended that
the 1I0s should Dbe provided an opportunity to
develop this capability through an on-the-job
performance improvement programme conducted by an
~experienced professional in institutional building
with a strong base in the relevant conceptual
thought. The I0s should be able to discuss their
operational difficulties and consult the
professional expert to find ways of improving their
day-to-day working skills while the expert should
at the same time find pragmatic measures for
' performance  improvement based on his  own
observations of the ISMP and of the work of the IOs
in 1it. It is suggested that this type of
professional input should be provided only for a
short period but with immediate effect as a way of
updating the efficiency and effectiveness of the
I0s.




.viii

viii.

ix.

"IThe IOB have a. special need for training since the;
great majority of them have very - l1ittle training
apart from the two weeks intensive training

- courses It' is reCOmmended' that they should be

G awv subatantialsimpactﬂon suchw

o Thé probdsed Joint?
workshop for tWO or three daye ehould :be the 1ast_

”"“7component of theSe traintng courses “?W““

The achieveméht of farmer traininé when applied to
.a farming population of 40 000 - 60,000 persons ie
CHighly doubtful.” ‘It is ales not possgible. to- ‘make:
“ﬁlarge-number~ofm
people through a formal training programme.

Therefore, it is recommended that as an alternative
to formal training, "the ISMP should build up an
awareness among farmers of the need to participate
in farmer group activities at the field canal level
and farmer organisations activities at the
_.distributory. canal level and. the . project level.

In order to build up this awarenessg, farmers need
to be informed of what can be achieved by these
entities. The knowledge that is required

a. can be  laterally spread by the FC
representatives and the IO »

b. can be disseminated at the General Meetings of
the DCLO including the pre-kanna meeting. '

c; can also be spread’ 'phrough shramadana
programmes, field days, film shows and the mass
“"media.

It is strongly recommended to organise a specially
designed training programme for the three principal
.0ffice bearers and the committees of DCLOs.

a. This programme should provide a training
component for the knowledge that is required by
them to function as water distributors and
organisers of maintenance of their field canals.



"‘«fkhdu1eéée ThEt they 'will require to managepff-w;wu

(directly or indirectly through paying a water
ﬁ_wdistributor) the. distribution of water from the
distributory canal system to the field canals
i ' ' : ';maintenance

’if-}jdevelopment organisations.“;uwn. : . .
e. They should also be trained in the management of'

' ‘contracts for maintenance and rehabilitation
- Wworks ‘which involve a. component of . technical.

’Irrigation Department

X. It is recommended that the special training
‘programme mentioned above which should be organised
for the committee of two or three DCLOs together
" should also include a workshop based on the concept
of Jjoint-management where they interact with the

mff;@They Bhould be trained in the management of the*o;ty“‘,
©LDe Jevel orga_isa“ion _Viewed éﬁf community1*u;id}

.;-ﬂk“"ledge best imparted by _the officials of the._-"‘

whom they will have .to meet time and again in
functioning as committee members of their DCLO.
Such workshops will actually give two-way benefits

i.e. the officials concerned will improve their
awareness of the needs and perceptions of farmers
and farmer organisations while farmer

. representatives will understand better their role
in joint-management and the way in which they could
~synchronise with the officials.

xi. It 1is recommended that there should be two such
workshopg per vyear. These workshops should
~generally be organised not during the close season
when DCLO organisations and officials have heavy
work loads but during the period when the crops
are one to two months old. Generally this is a
period of lower work loads for the farmers as well
as for the officials. The emphasis on workshops
rather than on training courses 1is suggested
because many of the officials and quite a few DCLO
office bearers have a good formal knowledge of what
they are expected to do. On the other hand their
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The - outcome of these ;workshops "should be an

‘important input to the monitoring process at the
project level by SAI and the national level by the

standing committee.

It is recommended that a few personnel need to be
engaged full time in designing, implementing and
periodically improving the training programmes and
workshops. The location used as a training centre
should be provided with basic audio visual aids
such as an overhead projector, a magi-board, flip
charts, a video cassette recorder and a TV. These
facilities c¢could be hired for use by other
organisatione in the Polonnaruwa district when they
are not needed for the ISMP training programme.

It ie recommended that the section on "Utilization
of Time by 108" 1in the "Institution Officers”
monthly report format” should be  changed. The
emphasis should be moved from the reporting of data
on to the analysis of the activities of I0s.



