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Chapter I 

INTRODUCTION 

This report describes progress and results of the Irrigation Management and Crop 
Diversification Project (Asian Development Bank TA 1480 SRI) in Uda Walawe for the 
1991-92 Maha season. The report also outlines the work plan for Yala 1992. The report is 
organized by the three main components: 

- Main System Operations Management 
- Tertiary System Managenlent 
- Rehabilitation Process 

During the season, the Main System Operations Management component continued 
preliminary work required to initiate the management improvements planned for the RBMC. 
Activities included calibration of flow measuring devices, computation of water requirements 
at main delivery outlets (branch channels), collection of flow data and analysis of deliveries 
made, analysis of the existing data collection program and transmission network, and training 
for O&M staff on operations. In  addition, management changes made, specifically the 
appointment of a DRPM (Water Management) and the initiation of a Project Management 
Committee are also reported. This work will continue with the logical next steps during 
Yala 1992. 

Under the Tertiary System Management Component almost all the activities identified in 
the Inception Report were implemented successfully in the selected channel, MK D7 in 
Embilipitiya Block. The main accomplishments were formation and strengthening farmer 
organizations, pre-seasonal and mid-seasonal maintenance work, improved operations during 
the land preparation period with improved input coordination, and improved operation during 
the crop growth period. The results are encouraging. During Yala, this work will be spread 
to nearby channels. . 

The Rehabilitation Process implementation in Chandrikawewa Black did not show useful 
results. Work was accompanied by many difficulties. Although training on rehabilitation 
construction was given to farmers, performance was very poor because of many bottlenecks 
including lack of resources, delays in payments, and others. One problem was the relative 
weahess of the farmer organizations in the selected area. Therefore, it has been decided to 
discontinue this activity in Chandrikawewa Block and combine it with the Tertiary System 
Management Component activities in a larger area under Moraketiya Branch Channel in 
Embilipitiya Block. This will allow attention to be paid to rehabilitation construction work 
as part of the broader work of strengthening of farmer organizations. 

Training activities were numerous. In December 1991, the staff of MEA and MECA 
went to Polonnaruwa and Kinibulwana Oya on a study tour that helped to change the attitude 
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of MEA staff towards institution building. According to the participants in a one day 
Training of Trainers program, and other training programs would help them in many ways. 
Computation of irrigation requirements was carried out in a series of workshops that 
concluded during the season. Although the objectives of the workshops were not fully 
realized, there is a positive impact on the quality of the work of the technical staff. Finally, 
computer training classes were held for the engineering staff at block and project levels. 
However, failure to carry out planned training of farmers on technical issues related to 
rehabilitation construction contributed to the difficulties faced under the Rehabilitation 
Process component. 

All of the work was done jointly by MEA and IIMI staff. With more MEA staff 
contributions the effectiveness of research work can be greatly improved. The major 
changes in the organization of the research were the transfer of the RPM, the appointment of 
the DRPM (Water Management), and the appointment of the latter as chairman of the Main 
System Operations Management Substudy Committee. 
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Chapter 2 

MAIN SYSTEM OPERATION MANAGEMENT 

2.1 Introduction 

The Main System Operation Management component deals with the following two major 
activities. 

* Development of a Seasonal Distribution Plan, and 

* Improvement of Main Canal Operation. 

This study has been implemented in the Right Bank Main Canal (RBMC) of the Uda 
Walawe Project focussing on the study of main outlets (Branch Canals or BCs) from the 
RBMC. During Maha 1991/92, the seasonal water distribution plan could not be completed 
due to delay in computing water requirements caused by inadequate participation of block 
operation staff. Without a seasonal distribution plan, only a partial implementation of the 
improvements to main canal operations could be done during this season. 

For convenience of implementation, the above two main activities are divided into seven 
sub-activities as described herein: 

1. Flow Gauging and computing Head-Discharge (H-D) Relationships 
2. Computation of Irrigation Water Releases at Each BC Head 
3. Rainfall Data Analysis 
4. Planning and Implementation of a Seasonal Plan 
5.  Flow Monitoring and Communication 
6. Main System Operation Management Process 
7. Performance Evaluation 

Of these 7 sub-activities, Rainfall Data Analysis (item 3) was completed during Yala 
1991. Planning and Implementation of a Seasonal Plan (item 4) could not be started since 
the Computation of Irrigation Water Releases at each BC Head could not be completed. 
Performance Evaluation (item 7) was not taken up in Maha 91/92 work plan. 

The sections that follow provide detailed reports of progress made during the Maha 91/92 
on these activities. The work plan for Yala 1992 is also given. 
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2.2 Flow Gauging and Computing H-D Relationships 

As reported in Yala 1991 seasonal report, most of the important locations of the RBMC 
had not been calibrated in the recent past; calibration was identified as a key entry point in 
improving the main system management. Irrespective of what the target deliveries are going 
to be it is required to have reasonably accurate measuring devices in order to assess the 
quantity of flow at every critical location of the main canal. Calibration of the offtakes 
(large BCs) from the RBMC and the important hydraulic locations along the main canal 
would provide sufficient information for the monitoring of the main system. 

Calibration of gauge posts in the head of each BC and at selected points in the main 
channel (MC) commenced in  Yala 1991. Gauge post locations had been determined in six 
places in the MC and at the head of seven BCs. Preparation of head-discharge (H-D) curves 
for five BC locations were completed during Yala 1991 and the program was to complete the 
balance by the middle of Maha 1991/92. At present, the expected gauge height (H) for the 
discharge (D) scheduled for delivery is computed from H-D curves for operating the main 
system. Similarly, flow data is being monitored by measuring gauge heights by field 
operation staff and conversion to discharges is done at the Project office. 

2.2.1 Progress during Maha 91/92 

Calibration of remaining gauge points and preparation of H-D curves were completed at 
the end of January 1992. The calibration of main canal points was laborious and progress 
could be achieved only under extremely difficult conditions. Four gauge posts (2 in MC and 
2 in BCs) were broken by farmers after the calibration. Re-calibration has to be done in 
these four locations because the gauges were not fixed in relation to permanent reference 
points. In future, the utmost precautions have to be taken to protect gauge posts from 
different types of damages and gauges need to be fixed in relation to some bench mark. 

2.3 Computation of Irrigation Water Releases at each BC Head 

The procedure adopted for computing water requirements at the Project office was not 
sufficiently accurate. Also the computation of water requirements should be decentralized to 
Block level so as to make the block staff aware of the delivery targets and of the calculation 
of crop water requirements. 

Implementation of this idea provides the opportunity to get feedback from the field level 
officers on the preparation of operation plans. The experiences of the field staff on 
operations is the most valuable knowledge in this calculation of water requirements, since 
they should be based on the needs and knowledge of the farmers. Therefore, an operation 
plan completed taking farmer demands into account will, once completed, be the most 
practical and acceptable operation plan possible. The awareness created among the 
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operational staff by adopting the decentralized procedure will also facilitate monitoring and 
evaluation of the operations and finally the institutionalizing of the operational procedure. 

The Project office has adopted a norm of a 15 day stagger for downstream blocks under 
the RBMC. Embilipitiya, Chandrikawewa and Murawesihena blocks get water first while 
Binkama and Angunukolapelessa blocks get water 15 days later. During Maha 1991192, the 
stagger period was 20 days. Accordingly, water issues started on 1 October 1991 to 
Moraketiya, Chandrikawewa and Mamadala BCs and 20 October to Gurugodella, 
Manamperigama, Bata-ata and Gajamangama BCs. There is a continuous water issue in MC 
and BCs during the land preparation period and in MC and some BCs during the crop growth 
period. Some DCs get a continuous water issue during the land preparation period but 
intermittent supply during the crop growth period. 

The various steps involved in computing water requirements are as follows: 

* Assessing crops and cropped areas, 

* Determining a) evapotranspiration (ET) values for each crop, b) seepage and 
percolation (S&P) values, and c) application and on-farm conveyance efficiencies, 

* Calculating crop water requirements, 

* Estimating average conveyance efficiencies, 

* Calculating the water requirements at Field Canal (FC), Distributory Canal (DC) and 
BC head gates. 

Rainfall is not accounted directly; however, the previous week rainfall is accounted in the 
subsequent week. 

2.3.1 Progress during Maha 91/92 

The progress of the activities are given below: 

Assessing CroD Data Since the method used prior to initiation of this research was 
ineffective in providing crop area data in a timely fashion, a new method was introduced to 
collect crop data, As was reported in the Yala 1991 report, data for Maha 91/92 was 
collected according to this new method. During Maha, the crop planning summaries 
prepared by the Agriculture Division for the Yala 1992 season were collected and sent 
directly to all Blocks for their verification and re-arrangement of the crop areas canal wise. 
But due to severe drought conditions prevailing in the project area, the possibility of Yala 
cultivation is rather remote. 
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CROP DATA ASSESMENT - UDA WALAWE REMC 
TOTAL AREA UNOER 7 EPANCH CANALS 
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igure 2.1 Annual Cropped A r e a s  

Cropping Trend Seasonal crop data from Yala 1987 up to Maha 91/92 was collected in 
order to determine the trend. A questionnaire format was used to collect crop data under 
each BC for different seasons. This format included potential area after rehabilitation is 
completed, actual area cultivated (sum of paddy and OFC area), paddy area, OFC area and 
equivalent area under each BC. The data for 10 different seasons were collected from the 
O&M Division and the Agriculture Division of the Project office and processed to determine 
the trends. The trends are shown in Figure 2.1. This analysis indicates that there is a 
decline in total cultivated area in the RB system and the cultivated area is less than the design 
area (design area is the area expected to be cultivated after rehabilitation construction is 
completed). Since there are many discrepancies in the data, the tabulated crop data were 
given to Block offices for clarification and updating. Most of the Blocks have reported that 
this data is not available with them. Therefore it has not been possible to get the exact 
picture of the crop trends in Uda Walawe Project. Further efforts will be made to identify a 
more accurate cropping trend after updating these values. 

Water Demand at BC Outlets. As stated in the Inception Report, it is necessary to calculate 
the discharges at the heads of the BCs which consume more than 80% of the MC discharge. 
This exercise can be considered as the initial step in our monitoring program. The following 
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basic data used for computation of water releases at each BC head is shown in Table 2.1. It 
is necessary to start with average data and update it through field testing. 

After assessing crop and climatic data, S&P values, application efficiencies, conveyance 
efficiencies, etc, calculation of water requirements at FC head gates for Maha 1991/92 was 
completed with the participation of all IE,s and EAs in the Project. 

Also, computation of water requirements at some DCs in each block was completed. A 
series of programs as outlined below were 
conducted to achieve this target: 

asic Data fo r  
Computing Water * A number of working sessions with Project 

Irrigation Engineer (PIE) and other IEs 
were held to ascertain different parameters 
and to develop three formats for computing 

allon (ETo) of Paddy m midday 
I Septemher 1990) 

Manh Week No ETo(rndday) 

October 1-4 5 6  
November 5-9 4 3  
D 3 3 9  
Ja 8 5 4  
F 2 5 9  
March 23-26 6 3  

Ma" 31-35 5 5  
April 27-30 5 8  

June 36-39 5 8  
July 40-43 5 s  
August 44-48 6 1  
Scplernher 4Y-52 6 0 

cmp facton ( K C )  

water requirements (one format each for 
FC, DC and BC requirements). Refer to 
Annexes 2.1 and 2.2 for sample formats. 

* A sample calculation was prepared. 

* A trial workshop was held with the 
participation of the Technical staff (IEs and 
EAs) of the Project office and Embilipitiya 
Block office. 

* Discussions were held with Resident 
Project Manager (RPM) and all IEs in the 
Project. 

* Three workshops were held with the 
participation of all the IEs & EAs in the 
Project . 
Since this was the first attempt at 

computing crop water requirement, it was 
decided to take an average set of data (by 
using the experience of the project staff and 
also the experiences in similar projects) to 
start with. This initial set of data will be 
modified as experience is gained. When 
selecting the initial parameters, the 
technological level and the operational 

practices were taken into consideration. Variations of S&P values across the project are 



large and dominate the computation of water requirements. Therefore, until S&P values are 
exact, close adjustment of other factors, such as ET, may not have much affect on the 
accuracy of the results. The procedure adopted will yield a rather approximate value which 
may be suitable as a starting target. Based on the monitoring and evaluation the calculated 
targets will need adjustments in the future. 

Figures 2.2 and 2.3 show typical plots of water requirements at the heads of a$FC and 
DC respectively. MKIDC7IFC2 (with an area of 9.5 ha and 80% of RBE soil) and 
MWDC7 (with an area of 78 ha and 66% of RBE soil) respectively were used for these 
typical FC and DC plots. In these computations it can be seen that water requirements at the 
FC and DC heads (without rainfall adjustments) are 1.79 m/ha and 1.82 m/ha respectively 
for Maha season. It is important to mention that the S&P values assumed for RRE and LHG 
soils are 10 and 6 mm/day respectively in these computations. 

DUTY AT FC HEAD - MAHA 
MKIDllFC2 

I 
1.8 
1.7 

1.6 

7 . S  

3 . 4  

1.3 
" 3 . 2  

" 1.1 : 
y 0.9 

2 O B  

c 1 

0.7 2 0 . 6  

0 5  

0 . +  

0 . 3  

0 2  

0 . 7  

0 
0.0 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 11 18 19 

I 
Figure 2.2 Duty at Head of MK/D7/FC2 

Computer (Lotus 1-2-3) training classes for IEs and EAs were also conducted to train 
them in entering data to compute water requirements for Yala 1992. MEA and IIMI 
members of the Substudy Committee served as resource persons for these training activities. 
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The foregoing analysis shows that area irrigated for all the years analysed is less than the 
potential area. Also, the area irrigated seems to be decreasing. The annual duties indicate 
no improvements in  water management. In 1983/84 the water duty was 1.6 m/ha and it has 
gradually increased more than 1 miha to 2.76 miha in 1989190. This poor performance may 
be due to followiiig reasons: 

* Gradual deterioration of the system 

* Inaccuracy of cropped area data 

* Inaccuracy of flow data 

* Inadequate supervision, water iiianagement, etc, by the operations staff. 
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2.4 Planning and Implementation of a Seasonal Plan 

As mentioned in the Inception Report, water distribution among the MC offtakes is done 
with less accuracy than desired. Although the present physical infrastructure may not permit 
a more fine tuned operation plan until rehabilitation works are completed, it is necessary to 
develop a technically and managerially feasible operation plan using the available physical 
system. When rehabilitation is completed it may be possible to implement a more technically 
sound water scheduling plan. 

Water distribution plans based on the crop water requirement calculations are needed for 
all four system levels -- FC, DC, BC, and MC -- to establish target discharges for each 
canal. Since the assumptions made during the water requirement calculation may not 
represent reality, it is necessary to update the targets based on current discharge analysis and 
arrive at a workable target discharge. Formats for preparing these plans at DC and BC 
levels are given Annexes 2 .3  and 2.4. 

During Maha 91192, no progress was made on this activity because computation of water 
releases at each BC head could not be completed. 

T a b l e  2.2 Present Water 
Scheduling System 

MOnlh Wmk W e r  &pth .I kud ul 
&ah.  fmn 
MC ( d l  

Oaobrr I 7 

2.5 Flow Monitoring and 
Communication 

This activity includes preparation of water 
issue targets for each BC based on existing 
system of water scheduling, monitoring of 
actual water deliveries in BCs, comparison of 
actual water deliveries in BCs against the 
targets, monitoring the flow data twice a day in 
RBMC in order to get better water distribution 
data, and improving communication among 
project operation staff and between Project and 
Block operation staff to create more effective 
working relationships. 

The present system of water scheduling is 
shown in Table 2.2 
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2.5.1 Progress during Maha 91/92 

The actual water deliveries at each BC head were monitored daily. Cumulative discharges 
for the Maha 91/92 season were computed and compared with cumulative discharge targets 
for the season. Figure 2.4 shows a plot of this comparison in the Moraketiya BC (MKBC). 

CUMULATIVE DISCHARGE-ACTUAL VS TARGET 

2 . 8  

2.6 

2 . 4  

2 2  

2 

1.8 

1.6 

7.4 

1.2 

1 

0 0  

0.6 

0.4 

0.2 

0 

MKEC - MtU 1931l92 

0 1 2 3 4 5 6 7 B 9 10 1 1  12 13 14 15 16 17 18 19 

Week No 
0 T a r ~ e t  + Actua l  

igure 2.4 Actual versus Target Discharges at the head of Moraketiya Branc 

The Delivery Performance Ratio (DPR) is one way to compare actual and target 
discharges. The DPR is defined as the actual discharge divided by the target discharge. In 
MKBC, target and actual areas irrigated were 692 and 643 hectares respectively. Target and 
actual water deliveries at head of MKBC for the Maha 9 1/92 season were 1.66 and 2.74 
m/ha respectively. This gives a Delivery Performance Ratio (DPR) of about 1.65. 

In some BCs the DPR is more than 1.65. The reasons identified for high DPR values 
include: 

* The target discharges have not yet been computed accurately because of the 
assumptions made. 
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* Areas assumed for crop planning and actual cultivation areas differ. The data is not 
accurate enough. 

Lack of monitoring, evaluation and feedback of water deliveries. 

Lack of supervision by the operation staff. 

* 

* 

A system for monitoring flow data twice a day at the RBMC main outlets and 
transmitting the data to the Project office daily was introduced and is functioning 
satisfactorily. Data collection formats used include information on: Season, Date, Tract, 
Name of canal, Time of reading, Gauge height, and the signatures of Gate Operator and 
Technical Officer. From this system, it was possible to get more reliable data on daily water 
deliveries. Improving monitoring and supervision of daily water deliveries will allow 
achieving better operations and delivery performance. 

Coordination between Project and Block operation staff was strengthened by holding 
workshops for all IEs and EAs, and by conducting awareness programs for all Technical 
Officers (TOs) and Gate Operators (GOs). According to the responses of the participants it 
is clear that they have not been given sufficient training in the past and they appreciated the 
new program. In fact they are very interested in  their work if the management recognizes 
their efforts. GOs requested a change of their designation and accordingly it was agreed to 
change their title to Jala Palaka Sevaka. The awareness program was organized based on a 
survey of TOs and GOs concerning their responsibilities. At the program, the basic features 
of the project were explained to the participants and a discussion was held to stimulate 
recognition of the importance of their services. Also, the participants were given the 
opportunity to discuss their job problems. They insisted on the value of holding this type of 
program at least once a season. 

Actions have also been taken to provide telephone facilities to Murawesihena and Binkama 
Blocks to improve communications. 

2.6 Main System Operation Management Process 

At the inception of this study it was recognized that the management of this project has 
not provided opportunities for participatory decision making. The entire main system 
management process needed to be streamlined and modified to facilitate the participation of 
the farmers in the decision process. Therefore a committee was appointed to suggest a new 
set of guidelines and procedures. The committee’s recommendations were reported in the 
Yala 1991 Seasonal Report. Implementation of the recommendations commenced during 
Maha 91/92 and will b’e continued during Yala 1992 and later. 
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2.6.1 Progress during Maha 91/92 

During the season, the Operation & Maintenance (OBrM) Division was strengthened by 
appointing a Deputy Resident Project Manager - Water Management (DRPM-WM). The 
Flow Monitoring Unit (FMU) of the Project office was strengthened by appointing an EA 
and a TO, supplying flow measuring equipments, and providing a computer. 

A committee consisting of senior officials of MEA and IIMI research staff has been 
appointed to study a proposal to form a system management structure whose apex body 
would be a Project Coordinating Committee (PCC) in which both MEA officers and Farmer 
ReDresentatives (FRs) would participate in decision making. The proposed structure is 
shown in Table 2.3. 

This structure would 
pave the way for a more 
integrated approach to 
solving problems through 
discussions among the 
officers and the farmers. 
It would also strengthen 
coordination among MEA 
officials and would help 
the RPM. Both the 
farmers and officers 
representing the whole 
Project will meet at one 
forum for seasonal 
planning and decision 
making. They will have a 

Table 2.3 Proposed Structure 'for Participatory 
System Management 

Memhership 

RF'M (Chairman), DRPMs, BMs & FRs Prqlscl Coordinating 
Cornmlltee (PCC) 

Block Coordinating 
Cornmrttee (BCC) 

Distributary Channel Ele 0 Chairm Rs, Block 
Ocganrzahon (DCO) and Id officsrs 

Field Channel Group 
(FCG) oflicen and farmers 

B M  (Chairman), Functional officers, 
Field level aflicen and DCO Chairmen 

Farmer Rcprescnlalive, Unil I C V ~  

better indentanding of the water consumption disparities among the Blocks which will lead 
to decreases in these disparities. 

Also, it is proposed to hold one Kanna meeting for the whole Project. This would have 
the following benefits: 

A cultivation calendar acceptable to the farmers in all Blocks can be determined. 

Through a meeting of farmers representing the whole system at a common forum, the 
farmers will get to know each other and understand some of their fellow farmers' 
problems and difficulties. 

The farmers of the head of the system will have a better understanding of the irrigation 
difficulties faced by the farmers of the tail of the system. It is hoped that the head end 
farmers will help to find ways and means to minimize the difficulties of the tail. 
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It has not been possible to convene the committees because the responsible MEA officials 
have been busy with other activities. 

Bi-weekly meetings with main system operation staff, including GOs, to discuss 
operational problems and remedial measures were started and have had a positive impact on 
operations. Duty lists for TOs and GOs were distributed at the first meeting. Forwarding 
minutes of the meetings to respective officers for action was also started. Guidelines 
prepared for these meetings consist of following items: 

* Participants: operation staff including GOs, etc 
* Periodicity of meetings: dates, time, etc 
* Meeting chairmen: the IE-Operation will chair the meeting; during his absence the 

senior EA will chair the meeting 
* Reporting procedures: prepare minutes and direct them to the respective persons for 

necessary actions 
* What is to be discussed: operation problems, how to overcome problems, problems 

faced by staff, etc 
* What actions can be taken to improve the performances of operation activities and 

operation staff etc. 

A representative from the flow monitoring unit (FMU) also attends these meetings. No 
representative from Headworks attends. To overcome difficulties in head sluice operations, a 
representative from Headworks should attend these meetings. An alternative would be to 
allow MEA to operate the headworks. Instructions have been given by DRPM-WM to all 
Blocks to start similar bi-weekly meetings for Block operation staff. 

Block operation staff needs to know the water requirements to deal effectively with Block 
level operations. Their participation in computing water requirements, as detailed in Section 
2.3 above, can lead to a marked improvement in operations. 

A board displaying daily water issues at main locations is now kept in the DRPM-WM’s 
office. A format was developed for this (see Annex 2.5). Similar boards will be fixed in the 
Block Managers’ offices too. Seasonal water requirements, target discharges, important 
reservoir data (water availability, etc) too will be included to these boards in future. Also, 
instructions have been given to fix notice boards at field offices of the main system 
operations staff. 

As per a suggestion made at a bi-weekly meeting, the main system GOs and TOs were 
taken on a field trip to Murawesihena Block, a water short area in the tail, to show them the 
water problems faced by farmers. 
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2.7 Yala 1992 Work Plan 

During yala 1992, the following activities will be undertaken: 

2.7.1 Flow Gauging and Computing H-D Relationships 

* Calibration of gauge posts and preparation of H-D curves for the four gauge locations 
where gauge posts were broken. 

* Periodical checking of calibration in all 13 locations. This exercise should be 
continued for a longer period since rehabilitation construction will change the flow 
profile. Periods for re-calibration will be selected considering the likely changes. 

* Fixing permanent reference points (bench marks) for all 13 gauge posts so that re- 
calibration can be avoided after damages. 

2.7.2 Computation of Irrigation Water Releases at Each BC Head 

* Computation of water requirements at FC, DC and BC head gates for Yala 1992 will 
be completed with the participation of both Project and Block operation staff. 

* Computer formats will be developed for FC, DC and BC water requirement 
computations. The computation of water requirements was done manually for Maha 
1991/92; it is expected that computer formats using Lotus 1-2-3 will be used for Yala 
1992. 

* Lotus 1-2-3 training classes will be held for Block level operation staff to enter data 
and compute water requirements with the help of computers. 

* Target discharges for the head of each BC will be fixed. 

2.7.3 Planning and Implementation of a Seasonal Plan 

* A seasonal plan for Yala 1992 will be prepared and implemented. 

* Awareness programs to educate the operation staff on the seasonal plan will be held. 

2.7.4 Flow Monitoring and Communication 

* Monitoring of flow data at each BC head will be carried out. 

15 



* A day to day monitoring system by using display boards at each administrative level 
will be established. 

* Twice daily flow monitoring for Block level as in the case of MC. A similar format 
can be used for this. 

* A mechanism to make main system GOs and subsystem GOs daily meet to coordinate 
their operations will be developed. Under the proposed system it is expected to have 
more interaction among GOs. Possibilities will be studied to introduce adjustments (to 
decrease discharges depending on the adequacy of water supplies) to daily water 
deliveries by the BC/DC GOs themselves based on daily feedback. 

* Communication in operation activities will be improved by strengthening links between 
officers, GOs and Farmer Representatives (FRs). 

* Data collection (including checking of accuracy of data), recording, analyzing and 
feedback efforts will be systematized. 

* Water levels in the main system will be monitored. Two automatic water level 
recorders will be supplied to MEA by IIMI to monitor water levels in the main system. 
The water level recorders will be installed to monitor water levels at the head of 
Moraketiya BC and in the MC close to Moraketiya BC. 

2.7.5 Main System Operation Management Process 

* The following meetings will be held: a) bi-weekly meetings of Block operation staff to 
discuss operation difficulties and remedial measures; b) monthly meetings with all IEs 
and the DRPM-WM, c) seasonal meetings with all DRPMs, BMs, IEs and the RPM. 
Also, kanna meetings will be held without overlapping so that the DRPM-WM or his 
representative can attend all of them. Once the proposed project kanna meeting is 
implemented, the overlapping problem will not exist. 

* Regular inspection along MC by IE-Operation will be introduced in order to have close 
monitoring of the operation activities and give quick solutions to operational problems. 

* A format to monitor cultivation area during land preparation will be developed. The 
Agriculture Division and the 0 & M Division should use the same format so that 
present differences in crop data can be minimized. 

* Awareness (training) programs to all IEs, EAs, TOs & GOs will be held. These 
awareness programs will cover seasonal planning and improvements to MC operations. 
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* Display boards will be fixed in Block offices showing daily water issues from the main 
outlets. 

* Special seminars for senior staff of the Project on main system operation management 
will be held. 

* Proposal to form the Project Coordinating Committee and lower level bodies in which 
MEA officials and Farmer Representatives sit to solve problems and make seasonal 
plan will be finalized. 

2.7.6 Performance Evaluation 

* Indicators to evaluate the performance of operation activities will be developed. 
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Amex 2.1 

FORMAT FOR COMPUTINO WATER REQUIREMENTS 

Turn out No: TOUl command areaba) :- 
scaran : W(O&M) of 1st waer iosuc:. SoilP'TAOE(&):- S&P(Mnid):- 
Blmk : T.O.Applicalion cflicicney:. SailP'TAGE($):- S&P(nunid):- 

LAND SOAKINO W.R.(IST WEEK) 

Topping up W.R.lwk (-1 

LAND PREPARATION W.R. CROPPNO 
Addilimal W.R.hk (OM) Week No: 2 3 4  c r ~ a p l - r ~ y  AWW 

WeighW S&P loe~cdwk (mm) Wcighed S&P lorscsiwk (mm) Crop)-Suggcr A r W W  
Evaporation losscalwk (mm) Evsporalion losseslwk (mm) Equivalcnl A,Cd@l) 
Toul k l d  W.R./wk (-1 Tar1 field W.R.lwk (mm) Omup (a) A,WW 
Turn Out W.R.lha (m-3) Turn OUI W.R./ha ("1~3) GrOUp b) A,ca(hd 
D'cWhaODay larue) Wa) Disehnr(Vs) Group (C) A W i M )  

Crop2-0.F.C Arerba) 

O&M week Na : 
MahS 12 3 4 5 6 7 8 9 10 I I  12 I3 14 I S  16 17 18 
Ysla 27 28 29 30 31 32 33 34 35 36 37 38 39 40 41 42 43 M 

Crop week NO: 
Pokntisl Evapo- Maha 

lr*nSpidONB (&day) Yah 
crop factor ( K C )  

Wcighcd SdiP IOBSCI immlday) 
Total ficld W.R./wk (mm) 
TUrnOUl W.R.lha (m"3) 
Dischargdha(Day Issuc) (Us) 

Land S o a k  wL I GmupNo. 
DischargcWs) Wilh 1;- 
7 Day, Duration I 

LandPrepa. Wk2 OCOUQNO. 
Dbebrgc(Us) Wilh 1: -  
7 Days Duration I 
W k 3  O~OUQNO. 
Dischargc(Ii%) Wilh I:. 
7 Days Duration I 
wL4 GrwpNo. 
Dischargc(Vs) Wiul 1:. 
7 Days Duration 1 

Crop h u b .  W 5 Group No. 
& Dcvclop. Dischargcills) Wilh 1:- 

7 Days Duration 1 

Tour1 Diwhsmc at Turn Oul(V.i) Wiul I :  
7 Day8 Duntian I 
AdjusW Durrtim (days) 
AdjurW Torn1 Disch. a1 TO(llr) 

TOTAL CALCULATED DUTY AT TURN OUT HFAD(nY:-. 

Prepared by _.....,......_....... Date .......... Approved by .................... Date ........ 
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Amcx 2.2 
SAMPLE COMPLETED FORMAT FOR COMPWMO WATER REQUIRBMFNS 

Turn Wt No: W D 7 i F C Z  
Told command am@*):- 9.5 
Scasm : Maha 92/93 
Wk(O&M) of 1st wale< isuc:- 1 
Soil(RBE>:- P'TAGEf%):- 80.0 S&P(mm/di:- 10.0 . .  . .  . .  
Block : Embilipitiya 
T.O.Applieatim efficiency:- 0.9 
Soil(LHG1:- P'TAGE(%):- 20.0 S&P(nunid):- 6.0 

LAND SOAKING W.R.(IST W B M )  LAND PREPARATION W.R. CROPPINO 
Additional W.R.lwk (m) 100.0 Week No: 2 3  4 Cropl-Paddy Arca(ha) 8.5 
Topping up W.R.lwk (m) 100.0 CropZ-0.F.C Arcam) 0.9 
Weighted S&P losrcdwk (m) 6 4 4  Weighted S&P los8cs (-1 54.7 45.1 6.4 Crops-Suggcr Arca@a) 0.0 
E W Q O ~ ~  Losscilwk (m) 35.5 Evaporation losacsiwk (mm) 35.5 35.5 35.5 Equivalent Arca(ha) 9.0 
TMal field W.R.lwk (m) 299.9 TOW field W.R.lwk (m) 90.2 80.5 41.9 Group (a) Arca(ha) 5.0 
Turn Oul W . R . h  (m'3) 3331.9 Turn  oul W.R.ha (m-3) 1002.3 895.0 465.7 Oroup (3) Area*.) 4.4 
D'ehlhaODay Issue) (Us) 5.5 Disehargciha (Ils) 1.7 1.5 0.8 Oroup (c) Arul(ha) 0.0 

O&M week No : Maha 
I 2 3 4 5 6 7 8 9 10 I 1  12 13 14 IS 16 17 18 19 20 21 22 23 24 
Crop week No: 
1 2 3 4 5 6 7 8 9 10 11 12 13 14 I S  16 17 18 19 20 21 22 23 24 
Palentid Evape-uanspiration (nunidny) Mahr 
5 . 6 5 . 6 5 . 6 5 . 6 4 . 3 4 . 3 4 . 3  4.3 4.3 3.9 3.9 3.9 3.9 5.4 5 . 4 5 . 4 5 . 4 5 . 4 5 . 9  5.9 5.9 5.9 6.3 6.3 

0.00 0.00 0.00 0.00 0.90 0.90 0.90 1.10 1.10 1.10 1.10 1.20 1.20 1.20 1.20 0.90 0.90 0.90 
Weighted S&P los3cs ( m i d a y )  
9.2 7.8 6.4 0.9 6.4 6.4 6.4 6.4 6.4 6 4 6.4 6.4 6.4 6.4 6.4 6.4 6.4 6.4 
Toul ficld W.R.iwk ("mi) 
299.9 90.2 80.5 41.9 72.4 72.4 72.4 78.5 78.5 75.0 75.0 n.8 77.8 90.6 90.6 79.2 79.2 79.2 
Turnout W.R./ha (m.3) 
3331.9 1002.3 895.0 465.7 804.7 8047 804.7 872.2 872.2 833.7 833.7 8M,O 8M.0 1006.8 IM6.8 880.3 880.3 880.3 
DischargeWDay laauc) (Vs) 
5.5 1.7 1.5 0.8 1.3 1.3 1.3 1.4 1.4 1.4 1 . 4  1.4 1.4 1.7 I .7 1.5 1.5 1.5 

Crop faClOC (KC) 

Land W. Wk I Oroup No. a b c  
Dincharge(lir1 With I:. 27.5 24.2 0.0 

7 Days Duration I 
Land P~cpa.  Wk 2 Grwp No. r b e  

Dirchargc(1is) With 1 :  8.3 7.3 0.0 

Wk 3 O m p  No. a b c  
7 Days Duration I 

Dischnrgc(1is) Wiul I: 7.4 6.5 0.0 
7 Daya Duration I 

Disehnrgc(1ia) With 1:- 3.8 3.4 0.0 
7 Days Duralim 1 

Wk 4 Group No. a b c  

Crop EsUb. W k 5  Group No. I( ab abc abc abe abe abc abc abc nbc abe abe abc abc be c 
BrDevcbp.DinehargoOJa)WiUI 1:-6.7 12.5 12.5 13.1 13.6 13.2 13.0 13.2 13.4 14.6 15.6 14.6 13.7 13.7 6.4 0.0 

To!ADischargc~I 27.5 32.5 14.7 10.4 10.0 12.5 12.5 13.1 13.6 13.2 13.0 13.2 13.4 14.6 15.6 14.6 13.7 13.7 

Turn Oul(1ls) WiuII:- 

AdjustedDura(im(dayr) 7 . 0 7 . 0  3.5 2.5 2.5 3.0 3.0 3.5 3 . 5 3 . 5 3 . 5 3 . 5 3 . 5 3 . 5  3.5 3.5 3.5 3.5 1.5 0.0 
AdjustedToulDiseh. 26.5 31.3 28.3 27.9 27.0 28.1 28.1 25.1 26.1 25.5 24.9 25.4 25.8 28.1 30.1 28.1 26.3 
26.3 28.7 
ERR atTO(l/s) 

7 Days Ducalin, I 

6.4 0.0 

7 Days Duralion I 

TOTALCALCULATED O U n  ATTURN OUT HV\D(m):- 1.79 

P r e p a d  by ...CW Dale ... 4.6.92 Approved by .................... Dale 
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Chapter 3 

TERTIARY SYSTEM MANAGEMENT 

3.1 Introduction 

The objective of the Tertiary System Management research component is to develop and 
field test a model for turning over system management responsibilities at the tertiary level to 
the farmers in order to improve the performance of tertiary system operation and 
maintenance. This process involves institution building for joint management by the 
Mahaweli Economic Agency and the farmers. It is expected that at the end of the 
implementation of this component the farmers will take over the full management 
responsibility for the tertiary level. Four activities are included in this research component: 

* Institution building through the formation and strengthening of farmers’ 

* Pre-seasonal maintenance program; 

* Operational planning for the land preparation period and coordination of inputs; and 

* Operational planning for the crop growth period. 

As described in the Inception Report, the D7 channel on Moraketiya Branch in 

organizations; 

Embilipitiya Block was chosen as the pilot area in which to undertake this activity. Yala 
1991 was the planning stage for this research component; the remaining seasons are the 
implementation stage. Maha 91/92 was the first season to implement pre-seasonal 
maintenance, operation planning for the land preparation period and coordination of inputs 
and operation planning for the crop growth period. Formation and strengthening of the 
farmers organization is a continuing process that began in Yala 1991. 

3.2 Formation and Strengthening of the Farmers’ Organizations 

3.2.1 Work plan for Maha 91/92 

The work plan for Maha included the following activities: 

1. Training for farmer representatives on: 

a. Leadership qualities. 
b. Group leading. 
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c. Decision making, problem solving and maintaining close relations with officers. 
d. Conducting meetings, writing reports and keeping records. 
e. Financial control. 

2. Training for officers on 

a. 

b. Necessity of farmers’ organizations. 
c. 
d. Working with farmers. 

MEA management system, expected objectives and effectiveness in achieving them 
and alternate solutions. 

Experience of farmers’ organizations in other projects. 

3. Social and Cultural Revival: Organizing cultural events relevant to farming activities. 

In addition, the process of formation and strengthening the farmers’ organizations 
included: 

4. Identifying problems, taking corrective actions and providing guidance to farmers and 
officers. 

5 .  Gradually turning over tertiary system management to the farmers. 

3.2.2 Progress during Maha 91/92 

Trainine for Farmer Representatives The details of the training for farmer representatives 
were given in the Yala 1991 Seasonal Report. Financial control was not included in this 
training as it was felt that a separate session on financial control should be conducted later. 

The initial awareness training provided to the farmers and their representatives was very 
effective in strengthening farmers’ organizations and implementing the tertiary system 
management component successfully as described below. Immediate consequences of the 
training program included: 

1.  

2. 

3. 
4. 

5 .  
6.  

Farmers understood the importance of the farmers’ organization, its objectives, its 
structure, and their roles and responsibilities. 
Improved leadership qualities of the Farmer Representatives could be observed in group 
leading, conflict resolution, taking decisions, and working with officers. 
Group consciousness increased among the farmers. 
Meetings were systematically conducted and proper record keeping and documentation 
developed. 
A high level of discipline was maintained at the farmer meetings. 
Very good farmer-officer relations were built up. 
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procedure. These farmers were interviewed using a structured questionnaire (see Annex 3.1) 
on the subjects covered in the training. The results are shown in Table 3.1. 

These results indicate that the farmers retain a good understanding and knowledge of the 
subjects where they have direct involvement, particularly areas that they brought to the 
training themselves. Though the farmers expressed theirsatisfaction with the training, 
especially on the MEA organizational structure, they have now forgotten many details of it 
because they have no direct contact with these persons. On the farmers’ organization 
structure, many farmers remember only up to the distributary channel committee level as the 
higher levels do not yet exist. 

Trainine for Officers Most of the planned officer training was not conducted as the 
Irrigation Management Division (IMD) was conducting a extensive training program for all 
the MEA officials during this time. However, no impact of the IMD training is visible at the 
field level as yet; the actions of the officers remained the same after the training. 

IIMI arranged two programs for officers to facilitate the implementation of the study: 

1. 

2. 

Studv tour to Irrieation Svstems Management uroiects in  Polonnaruwa and to_ 
Kimbulwana Ova proiect The officers directly involved in the Phase I1 study were 
taken on a three day trip to learn about the farmers’ organizations in these two projects. 
The officers were highly impressed with the progress of some of these farmers’ 
organizations and the involvement of the relevant officers. A clear attitudinal change 
could be seen in them after the trip. Officers expressed keen interest in active 
involvement in building farmers’ organizations. Close relations among the officers of 
the different sections of the project could also be seen. 

Trainine Skills A one day program on adult training skills was conducted for the 
officers who are involved in  the study to develop skills necessary for working with 
farmers. The officers who attended the training expressed satisfaction over the 
knowledge they gained; they expected it would be useful in working with the farmers. 

Social and Cultural Revival No activity was organized under social and cultural revival. 
The officers did not pay much attention to this activity while the farmers were busy in 
implementing the activities relevant to farmers’ organizations. Other activities to build group 
consciousness and a sense of responsibility among the farmers compensated for this lack. 
Most of the activities, including social work such as building a community hall, were 
implemented through shramadanas. 

Take Over of the Tertiary Svstem Manaeement Implementation of tertiary management 
activities by the farmers’ organization as described below has also strengthened the farmers’ 
organization. In particular, implementing maintenance work through group activities and 
distributing water fairly have generated a high level of group consciousness and a sense of 
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responsibility among the farmers. Farmers gradually have taken responsibility for 
maintaining and protecting the canal system. 

Better Participation i n  Farmer Meetines As shown in Table 3.2, farmer participation in the 
FC group meetings remained at a high level throughout the period. The FCl meeting 
scheduled to be held at the last date of the month could not be held in October due to rain. 
The December meeting of MKFC1 was not held as the farmers gathered earlier on the same 
day for mid-seasonal maintenance of the FC. 

Imurovement in the Decision 

With the strengthening of the 
farmers’ organization, 

making could also be seen; FC3 1 i im 6 1 IM 1 I M 7  lM 

improvements in decision 9 ,m . 89 9 It09 l t 0  
8 89 8 8 89 8 89 8 80 

FC4 ,I I I  i m s  n 8 n 8 n9 82 the organization was able to FCJ I3 II 8 5 1 1  85 1 34 I I  8 5 1 0  71 
SlFCl 10 9 W I 8  8 0 9  4 8  809 4 
sirs 12 8 67 9 71 1 ~ 1 2  IM 12 (rn 
sira 8 8 lm 8 Im 75 i 88 8 it0 

solve some long standing 
problems (see Table 3.3). 
Some of the decisions taken 
were: 

9 9 0 8  

1. 

2. 

3. 

4. 

5 .  

6. 

Solving the stray cattle problem. The farmers’ organization decided to ban cattle 
within the DC command area and to impose a fine of Rs 100 per animal on offenders, 
including damage to irrigation structures and crops. Four farmers were appointed to 
catch stray cattle. 

Solving long standing boundary problems. Such boundary problems were solved in 
FC2, FC3, FC4 and FC5 amicably through discussions among the farmers, mostly at 
the FC group level. 

Solving the seed paddy shortage by starting a seed paddy farm in 1 each FC from Yala 
1992. 

Graveling many of the FC roads to make them passable and less subject to be damaged 
during rain. 

Solving tail-end irrigation problems by providing irrigation to the tail-end farmers first. . 

Building a community hall for the DCO. 

The farmers were able to solve problems, such as the stray cattle problem and boundary 
problems, that officers were not able to solve. Land and structure problems that were 
forwarded to block level officers were not solved, to the disappointment of the farmers. 

21 



These last problems have been repeatedly discussed at DCO committee meetings. However, 
no solutions can be found to some of them. 

Involvement of the Officers More interest and involvement of the officers in the study could 
also be seen. Almost all the officers undertook their assigned roles in the activities without 
delay. The Block Manager has shown special interest in implementing the study 
successfully. Particularly, he has taken following actions for the strengthening the farmers’ 
organizations: 

1. Provision of 
storage facilities 
for the farmers’ 
organization to 
facilitate the input 

lrrigauon I 3  I2 92 1 1 8 supply program. 
Structure 14’ 5 36 9 4 29 5 36 

Land 11 5 
2. Formation of a 

45 6 I 9 5 4s Women’s 
100 Organization 

affiliated to the 
farmers’ 
organization 
through the 

Soc,al& 3 1 33 2 I 33 1 33 
welfare Community 

Development 
Officer. 
Arrangements have 
also been made to 
provide: loan 
facilities for the 

I00 

DC cornmillee meeting by the ml 

members for self 
employment 
proj em. 

3. It has been planned to provide office space at the block office for the better 
coordination of the officers involved in the Tertiary System Management component. 

Introduction of the farmers’ organization to the Rural Development Bank to get loan 
facilities for input supplies and for the arrangement of marketing facilities from the next 
season. 

4. 

The Technical Officer has been directly involved with strengthening farmer organizations 
at the field level. He provides assistance to the farmers in implementing tertiary level 
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activities and helps the farmers to solve their problems. His involvement may decrease as he 
is gradually being given additional responsibilities in other areas. The involvement of the 
Field Assistant and the Unit Manager has been limited to attending farmer meetings. 

Strengthening of the farmers’ organization and the gradual turning over of the tertiary 
level management responsibilities to farmers requires the full time engagement of a field 
officer to act as an Institutional Organizer. In the absence of such an officer in the MEA and 
because of the limited involvement of the Unit Manager and Field Assistant, the IIMI 
Research Officer’s close involvement in strengthening of the farmers’ organization as 
described in the Yala 1991 report has had to be continued. Some of the actions taken by the 
IIMI RO, with the assistance of the Technical Officer and the IIMI Field Assistant, were: 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

Providing on the job training and guidance to farmers in tertiary management, 
especially in pre-seasonal maintenance and on farm water management. This guidance 
was important to fill gaps in the formal training programs and to provide special 
training to the farmers. The irrigation laborer too benefitted in this exercise. 

Maintaining the motivation and morale of the farmers. The farmers needed 
encouragement to undertake pre-seasonal DC repairs by themselves. Farmer interest 
has had to be maintained to avoid disappointment especially when officers have not 
been able to solve their problems as expected. Maintaining morale requires keeping 
close contacts with them so that they do not feel that their efforts have no meaning. 

Assist in decision making, problem solving and conflict resolution. The farmers had to 
be guided at times in taking appropriate decisions, and solutions to their problems. 

Assist in organizing group works. 

Assist in maintaining records. 

Coordinate between the farmers and the agencies, to facilitate the implementation of 
tertiary system activities and help solve farmer problems. 

Identify problems and suggest corrective actions. Problems arose during this period 
such as conflicts among the FRs and attempts at political infiltration of the 
organization. These had to be pointed out to farmers and actions suggested. 

Influence on Neiehborine Channels Progress made in MKD7 has had a big influence on the 
neighboring distributary channels, especially in regard to solving irrigation problems and the 
stray cattle problem. In particular, many farmers now understand the value of farmers’ 
organizations. The Unit Manager and the Field Assistant, who have been given the 
responsibility for building farmers’ organizations, say it is now easy to motivate the farmers 
to form the organizations. 
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3.2.3 Findings 

From the progress in the formation and strengthening of the farmers’ organization in 
MKD7, it is clear that building of farmers’ organizations should be a gradual process. It 
should be started from the grassroots level by strengthening the field channel groups. The 
process followed was: 

- initial awareness meetings 
- setting up field channel groups and the distributary channel organization 
- gradual strengthening programs starting from awareness training. 

The handing over of management responsibilities should also be a gradual process. The 
two processes of strengthening the farmers’ organization and handing over are intertwined. 
We suggest the MEA should implement both of these simultaneously. 

Training is of paramount importance in this process. The role played by the Training 
Manager in initial awareness meetings, developing a training model and providing training 
contributed a lot in the initial stage. However much of the training programmed tinder this 
component could not be conducted, primarily because the Training Manager was fully 
occupied with other activities. The IIMI RO had to partially fill the gap. Since the 
strengthening of the farmers’ organization and the turning over of management 
responsibilities is a gradual process, continuous training is necessary. Training should not be 
limited to initial awareness classes. 

These experiences mentioned above also indicate that there should be personnel to act as 
full time Institutional Organizers to build strong farmers’ organizations. Thc Unrt Managers 
and the Field Assistants have been assigned by the MEA to organize the farmers. However, 
they cannot effectively play this role because 1) their work load keeps them from being fully 
involved, 2) they have little understanding of or training for this work, and 3) there is no 
incentive for them to be devoted to this activity. If the MEA expects them to be actively 
involved in this activity, it is imperative to train them to act as institutional organizers, to 
provide them the necessary time and facilities, and to judge their performance in part on the 
basis of their success in organizing farmers. 

3.3 Pre-Seasonal Maintenance Program 

3.3.1 Work Plan for Maha 91/92 

The Maha work plan included the following activites: 

1. Identify needed maintenance work and setting priorities 

2. Preparation of estimates 



3. Discuss the maintenance program at a Distributary Channel Committee Meeting and 
come to agreement 

4. Implementation of the Program 

5.  Implementation of field channel pre-seasonal maintenance by the farmers’ organization 
before the last date decided at the kanna meeting 

3.3.2 Progress during Maha 91/92 

Identifying Maintenance Work and Settinr Priorities The Technical Officer walked along the 
distributary channel on the 12th and 13th of August, together with the DCO Chairman and 
Secretary, to identify the pre-seasonal maintenance work needed and set priorities. Since the 
canal was recently rehabilitated there was not much maintenance work needed and all the 
work identified was included on the work program. 

The pre-seasonal maintenance work identified was as shown in Table 3.4. 
The estimate prepared by the Engineering 
Assistant was discussed with the Farmer 
Representatives at the DCO Committee meeting 
held on 1 September. The discussion touched 
on how the work could be done by the farmers 

organization could raise an initial fund by 
undertaking this work on contract. After the 
discussions, the DCO Committee decided to do 
both jungle clearing and de-silting through 
shramadana with all farmers participating, and 
to do the cement work through a contractor, retaining 5 per cent of the cost for the farmers’ 
organization. 

Clearinp and Desilting of the Distributary Channel At the general farmer meeting of the 
DCO held on 8 September, all the farmers agreed to do the jungle clearing and desilting of 
the distributary channel. At a special DCO Committee meeting held on 14 September, it was 
decided to do the desilting and weed clearing of the distributary channel through a 
shramadana on 27 September with the participation of all the farmers. The Farmer 
Representatives unanimously agreed to remit the payments for that work to the DCO fund. 
It was further decided to complete pre-seasonal maintenance of the field channels before 25th 
September and the responsibility was given to respective Farmer Representatives. 

Tibk 3 1 P ? m  Mslnl-na Work 
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themselves. It was explained that the farmers’ mu 871 

The shramadana for pre-seasonal weeding and desilting of the distributary channel was 
held on 27 September as decided. A total of 66 farmers (77% of the membership) 



participated in this activity. They started the work at 7.30 am and completed it .within two 
hours. It could be seen that the group spirit of the farmers was high. 

The Technical Officer played a key role in organizing the activity, motivating the farmers 
and providing technical assistance whenever necessary. 

ReDairs to Structures The DCO Committee meeting held on 1 November discussed structure 
repair work on the distributary channel. With advice from the IIMI Research Officer and the 
Technical Officer, it was decided unanimously to implement this work by the DCO itself to 
raise funds. The Technical Officer agreed to provide technical guidance. Funds required to 
purchase materials would come from the payments for pre-seasonal desilting and weeding 
done by the farmers’ organization. The DCO Committee further decided to do this work 
after the land preparation period when the canal would be closed for rotational water issues. 

However, the work was delayed till 21 December for two reasons. First, they had to 
wait till the payments were made by MEA for pre-seasonal de-silting and weeding to buy 
necessary material. There was a considerable delay in making these payments. Finally, the 
DCO took an informal loan. Second, there was a delay in preparing and signing the 
contract. 

Before the repair work was begun, an Engineering Assistant met the office bearers of the 
DCO on 12 December at the request of the Technical Officer to explain the quantity of the 
work and the materials requirements. 

The work was organized by the Technical Officer, the Secretary ,of the DCO, and the 
Chairman of the DCO, by assigning responsibilities to the Farmer Representatives and skilled 
farmers. The work was done under the close supervision and guidance of the Technical 
Officer. Only one mason was hired for a repair that needed his skills. All the rest of the 
work was done by the farmers themselves. Machinery and equipment, such as water pumps, 
two-wheel tractors etc, were provided by the farmers. The Technical Officer worked 
alongside the farmers to encourage them. Also, the Technical Officer’s guidance in the 
supply of material at the minimum requirements helped the farmers to reduce the cost. 

The repair work was done under the close supervision of the Technical Officer and found 
to be of good quality according to the technical staff who came to inspect the work to 
approve the payments. In addition, the farmers had done more work (rubble pitching) than 
the contract called for as they felt it was necessary for long term sustainability. Payments 
were also made for this additional work as an incentive for the farmers’ organizarion. 
Profits made by the farmers’ organization is given in Table 3.5. 

ClearinE of Field Channels The kanna meeting decided that pre-seasonal maintenance of the 
field channels was to be completed by 25 September. The planning of this work in each 
field channel was done at the respective field channel group meetings. The progress of field 
channel pre-seasonal maintenance is given in Table 3.6 below. 
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Six out of the eight field channels completed their 
field channel clearing by the date decided by the kanna 
meeting. Three farmers of FC3 and two farmers of 

FC5 failed to clear their quota by 25 September. However, they completed the work before 
water issues started. 

Mid Seasonal Maintenance The farmers’ organization did mid seasonal maintenance of the 
field channels and the distributary channel on their own initiative. The farmers started mid- 
seasonal maintenance of their field channels after the formation of the farmers’ organizations 
during the preceding season. It seems that this practice is being now institutionalized. Mid- 
seasonal clearing is a new phenomenon as there was no such practice among the farmers 
prior to this program. 

The Distributary Channel Committee meeting on 1 December decided to do mid seasonal 
maintenance of both the field channels and the distributary channel together. The target 
dates were set. However, in some field channels mid-seasonal clearing had already begun. 
The target dates decided for mid-seasonal clearing were as shown in Table 3.7. 

The distributary channel mid-seasonal maintenance was done by shramadana as decided 
by the DCO Committee with the participation of 73 farmers (85% of the membership). The 
Technical Officer together with the DCO office bearers organized the shramadana. It was 
conducted in a festive mood with national flags hoisted and with the provision of refreshment 
by the farmers. Afterwards a general gathering was held. The several project and block 
level officers who attended the occasion were highly impressed by the farmers’ enthusiasm 
and high level of group consciousness. This was a highly successful group activity. 

Table 3.8 shows the progress of mid-seasonal maintenance on the field channels. In the 
field channels where the mid-seasonal clearing was not completed by the target dates, the 
respective farmers were engaged in other income generating activities, mainly gem mining. 
However, they too cleared their portions later. Where the work was done in a shramadana 
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the total field channel was cleared whether all the 
farmers attended or not. 

Usually the quality of the work was judged by all 
when maintenance work is done by shramadana. The 
quality of the FC maintenance done by individuals is 
evaluated at the FC group 
meetings. There were instances where the farmers 
whose work was not satisfactory were asked to do it 
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im S h J M v f v r  3.3.3 Conclusions 

In Yala 1991 none of the farmers 
had even started the pre-seasonal 
maintenance of the field channels by 
the scheduled completion date and 
only twenty per cent had completed 

pre-seasonal maintenance by the date of first water issues. The progress made in the pre- 
seasonal maintenance after the formation of the farmers' organization is remarkable. The 
farmers undertook mid-seasonal maintenance as well on their own initiative. 

Farmers did pre-seasonal structure repairs using their own skills. The experience showed 
that it was necessary to build their confidence and provide encouragement and close 
guidance. 

Farmers appear to be taking responsibility for the maintenance of their channels. The 
process followed to hand over maintenance responsibilities to the farmers is a successful one. 
However, it is extremely important to avoid delays in making payments to farmers for 
maintenance work. Such delays result in disappointments and discouragement and may ' 

prevent work being done since the funds are often needed for additional work. 

3.4 

3.4.1 Operational Planning 

Operational Planning for the Land Preparation Period and Coordination of Inputs 

An operation plan was discussed with the DCO office bearers but it was decided not to 
use the new plan for the following reasons: 
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* For various reasons, training for the farmers could not be arranged prior to the start of 
water issues. 

* According to a survey, most of the farmers desired to continue the methods they had been 
practicing. 

* Construction of the regulator in the Moraketiya branch canal near MKD7 was not 
completed. 

Such a change should not be thrust upon the farmers. Any change should come from the 
farmers themselves, after providing the necessary training. 

Though it was decided to apply the existing practices, the weaknesses in the present 
practices were identified and the following activities were planned for better control of water 
distribution and for preparing a better schedule: 

* Building better communication between the farmers and the agency. 
* Close field level monitoring. 
* Identifying problems during land preparation. 

3.4.2 Progress of Land Preparation 

Irrigation Practices Though water issues started on October 1 as decided at the kanna 
meeting, the water release to the distributary channel was only 37 cm while the required 
quantity was 50 cm. A lesser amount was received because the required regulator was not 
yet built in the branch canal near MKD7. On the 2nd of October, a temporary wooden cross 
regulator was built in the branch canal but still the water flow was only 41 cm. According 
to the Technical Officer the expected discharge could not be maintained in the distributary 
channel as the branch canal flow was also low. On 3rd October, the branch canal flow was 
increased but still the required water level of the distributary channel could not be 
maintained. By raising the height of the regulator again it was possible to increase the water 
supplies to the distributary channel to the required level with an increase of the branch canal 
flow. 

With the agreement of the Block Irrigation Engineer, the work schedule of the Irrigation 
Laborer was changed to spare extra time for him to have better coordination with the 
farmers. He was expected to spend time in MKD7 meeting the Farmer Representatives 
before visiting the block office with flow data. He was also expected to coordinate with the 
Technical Officer if there was any problem. Later he was given the responsibility of 
adjusting field channel gates depending on field conditions. 

Though the water flow was increased to the distributary channel, there was acute dry 
weather and land soaking was very slow. In some field channels the water flow vanished 
half way down during the first few days. Farmers had to wait to start their first ploughing 
till their allotments were fully irrigated which took several days. To overcome these 
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problems more water had to be released to the distributary channel. The figures are given in 
Table 3.9. 

Due to the dry weather, land preparation 
was slow from the very beginning. The 
problem was aggravated because the farmers 
could not plan the supply of other inputs, such 
as farm power, in time. The irrigation 
distribution practice during land preparation 
was simultaneous irrigation on alternate days. 
However, at a special meeting of the FC4 
farmer group, the farmers proposed a 2 day 
continuous flow as a solution to the irrigation 
difficulties during land soaking. However, they 
could not test this option as the response of the 
technical staff was not encouraging. 

We identified the following weaknesses in 
the then current practices: 

1. 

2. 

3 .  

4. 

Since the farmers were practicing 
simultaneous irrigation, the canals had to 
be overloaded to meet the requirements. 

Simultaneous irrigation created irrigation difficulties for tail end farmers. Tail end 
farmers had to wait till  head end farmers received their full supply. In the past, tail- 
end farmers closed head end pipes at night to irrigate, but this practice had been totally 
stopped with the formation of the farmers’ organization. 

It was observed that a lot of water was wasted as there was no proper control at the 
field level. 

Good coordination could not be maintained between the Farmer Representatives and the 
Irrigation Laborer as Farmer Representatives had no role to play in simultaneous 
irrigation. 

The farmers’ views changed gradually as they underwent severe irrigation difficulties. 
They also began to realize that the canal system was not adapted to the practice. After two 
weeks, when the acute problems eased, we tried to gradually change farmer practices, and 
monitored the change closely. It was observed that the water flow could be reduced, 
depending on farming activities after the first ploughing was over. Initially some reductions 
were made with farmer consent. First we closely monitored the water distribution. In the 
process, farmers themselves asked to reduce the supply to them. When the farmers were 
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receptive to such reductions, continuous irrigation was changed with farmer consent to a 
demand based distribution. The objectives were: 

1. 

2. 
3. 
4. 
5. 

6 .  

To change the existing simultaneous irrigation practice of the farmers through 
experience. 
To motivate the farmers to share. 
To solve farmers’ irrigation difficulties. 
To stop overloading the field channels and to reduce irrigation losses. 
To provide training to the Irrigation Laborer in better water distribution and field level 
monitoring. 
To build a close relation and better communication between the Irrigation Laborer and 
the farmers. 

The basic principles followed were: 

* Only the needy farmers were provided irrigation. 
* Field channel level drainage losses were minimized. 

In applying these basic principles, 

* Intensive field level monitoring was maintained. Monitoring started from the drainage 
canal and then from each allotment. Monitoring was done in the morning and in the 
afternoon and accordingly two adjustments were made in the flow on the field channels 
and the distributary channel. The Irrigation Laborer, assisted by the IIMI Field 
Assistant and guided by the IIMI Research Officer, did the monitoring and subsequent 
operations. Technical guidance was provided by the Technical Officer to the Irrigation 
Laborer; he was given all necessary operational authority. 

* Effective communication and close relations between the Farmer Representatives and 
the Irrigation Laborer were maintained. 

* The confidence in the IIMI Research Officer felt by the farmers and the Irrigation 
Laborer facilitated this practice. 

The following results were achieved: 

* The daily discharge under demand based distribution was approximately 50 per cent of 
of the daily discharge into the DC in the preceding three weeks. (Annex 3.2). 

* Simultaneous irrigation was changed to demand based sharing. Further, the farmers 
themselves asked to reduce the water supplies to them when sufficient irrigation was 
received. They even asked to reduce the supplies to the field channels and the 
distributary channel. A new operations plan can be applied easily with these changes. 

* None of the farmers had any irrigation difficulties during this period. 
* Surface drainage losses were minimized; drainage losses from the field channels were 

totally stopped. 
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Very good relations were built up between the Irrigation Laborer and the farmers. 
Earlier the Irrigation Laborer was criticized severely by the farmers. 
The Irrigation Laborer received on-the-job training and developed a sense of 
responsibility. Monitoring of demand based water distribution was stopped by the end 
of the month but the Irrigation Laborer continued to uractice it. 

Land Preuaration As shown in 
Table 3.10, by the last date 
specified for land preparation in 
the kanna meeting - 31st October - 
100 per cent of the first and 
second ploughing was done and 83 
per cent of puddling was finished. 

The following norms for each 
land preparation activity were 
determined in consultation with the 
farmers. 

WDDL No or NO of Nn nf 

I 0 ,  O a h r  
OlO&r 07 8 9  

2. (XI o'lrbsr 
I4Omotrr  67 8 1 8  02 2 1  - 

3 I J O e o k r  
1, O&< 79 tw 51 65% m 18 - 

4 22Omokr 
2s Om&, n 10 I S  17 a 17 

J LXDaokr 
(14 No-kr 74 536 W 87 3 

Land soaking = 03 days 
First ploughing = 02 days 
From 1st ploughing to 2nd ploughing = 06 days 
(included clearing bunds) 
2nd ploughing = 02 days 
2nd ploughing to puddling = 06 days 
(included plastering) 
Puddling = 01 days 
Sowing = 01 day 

The actual time taken in  Maha 91/92 is shown in  Table 3.10. 

Table 3.10 clearly shows that many farmers took more time than they should have taken 
according to their own standards. The delays were unusually high. For example, during 
the preceding Yala, 65 farmers (85 per cent) were able to complete first ploughing in two 
days, whereas during Maha only 29 (37 percent) were able to do so. If these delays can be 
reduced, water can be saved. 

Table 3.11 shows the reasons for the delays. There are several comments to be made in 
interpreting this table: 
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* Personal problems that caused 
delays included construction 
of a new house, the death of a 
relative, and a dispute with 
relatives. 

* Some of the reported farm 
power problems were linked 
to irrigation problems. 
In particular, some farmers 
could not get tractors when 
neededbecause irrigation 
problems prevented them from 
using the tractors when 
scheduled. 

* The leased-in farmers clearly 
stated that they had no 
commitment to complete work 
on the schedule given above. 

Almost all of the delays 
caused by irrigation difficulties 
occurred before the demand 
based distribution system was 
introduced from 21st October; 
after demand based distribution 
started there was no delay due 
solely to irrigation difficulties. 
Thus irrigation difficulties alone 

04 0s 

l4 2 8 4 8  

12 

04 0s 

l4 2 8 4 8  

10 

did not affect puddling or later operations. 

3.4.3 Conclusions and Recommendations 

In Maha 91/92, as in Yala 1991, the main reason for delays in land preparation was not 
receiving sufficient irrigation water in time. Difficulties in Maha were aggravated by the 
acute dry weather. Initial land soaking had been considerably delayed as the farmers did not 
receive sufficient irrigation water for up to fourteen days. This in turn worsened other 
difficulties, particularly the farm power problem because the farmers could not coordinate 
farm power with land soaking. Particular attention should be paid to the land soaking period 
with close monitoring and control of water distribution. 
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Despite these difficulties, 80 per cent of the farmers completed land preparations by the 
last date, The farmers who took six weeks to complete land preparations did so in part 
because of personal problems. 

The farmer cooperation received and the results achieved in the demand based water 
distribution show that any change introduced should be gradual and with farmer consent and 
as much as possible through experiential learning. A new operational plan imposed at the 
beginning of the season against the wishes of the farmers likely would have failed, in part 
because of the initial irrigation difficulties. It appears that these difficulties explain the 
failure of the MMP operation plan in Yala 1991. 

Water savings during the demand based water supply shows that water can be saved with 
better planning, monitoring and control. Drains should be used for monitoring. Further, 
farmers did not overuse water as is often alleged. The problems were due to lack of a 
proper control system. 

Finally this experience showed that Irrigation Laborers, the lowest persons in !.he technical 
staff hierarchy, can play a vital role if due recognition, training and responsibilities are 
given. 

3.4.4 Coordination of Inputs 

In Yala 1991 the main problems identified during the land preparation period were 
irrigation and labor problems. Since there was no significant input problems, it was 
proposed that fertilizer be provided through the farmers’ organization as an incentive for the 
farmers because: 1) they could have a ready supply, 2) it could be supplied at a low price, 
and 3) there would be no transport cost. 

In talking with the Block Manager and the Marketing Officer, (MO) we learned that there 
were two ways to supply fertilizer through the farmers’ organization: 1) from the allocation 
made for fertilizer from agriculture credit and, 2) by the farmers establishing a fund. No 
initial fund is required to provide fertilizer to credit holders. At the recommendation of 
MEA, arrangements could be made by the bank to release the allocation for fertilizer to the 
farmers’ organization. There is also a possibility of supplying fertilizer to other larmers with 
these allocations. 

These two methods were discussed with the DCO office bearers. At the Distributary 
Channel Committee meeting held on 1 September it was decided to provide fertilizer through 
both these methods. It was further decided to get the consensus of the farmers at the general 
meeting. 

At the general farmer meeting of the DCO held on September 8, these plans were 
explained by the DCO leader and the MO. The credit holders agreed to get the fertilizer 
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through the farmers’ organization because: 1) supply by the cooperatives was not reliable, 2) 
prices marked by the cooperatives were higher than the market price and, 3) they could save 
on transport cost. Other farmers agreed to join this program by making advance payments as 
they also can save transport costs. 

However, supplying fertilizer through the DCO could not be implemented till the end of 
the season for the following reasons: 

* As the first step, preliminary arrangements were made to get a dealership from the 
Fertilizer Corporation through MEA. To do so, a recommendation to the Fertilizer 
Corporation has to come from the Project Marketing Section. The Project Marketing 
Section did not pay attention to the request. 

* The farmers’ organization had no funds to venture into this activity quickly. Therefore 
they had to depend on the allocations made by the bank for credit holders. 

* The farmers’ organization had difficulty in finding storage facilities for the fertilizer. 

Towards the end of the season, the Block Manager and MO were able to get the 
dealership with some direct personnel contacts rather than through the Project Marketing 
Section. In addition, the Block Manager introduced the farmers’ organization to the Rural 
Development Bank who agreed to provide credit facilities for the farmers’ organization for 
fertilizer. The farmers’ organization accordingly applied for credit facilities and expected to 
supply fertilizer from the next season. In discussions, the Rural Development Bank agreed 
to make marketing arrangements for paddy together with the farmers’ organization. In 
addition, the Block Manager provided storage facilities to the farmers’ organization; this was 
a big incentive for them. 

As a trial the farmers’ organization began to supply fertilizer on a small scale for banana 
cultivation and the Block office started to provide seed material for OFC cultivation through 
the farmers’ organization. 

3.4.5 Conclusion and Recommendations 

Since inputs are not a major problem, this activity is limited to supply of fertilizer and 
seed materials by the farmers’ organization as an incentive for the farmers. 

Much effort was made by the Block Manager in this activity; he provided necessary 
assistance and services. However, it appears that attitudinal change is necessary in some of 
the officers. 
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3.5 Operational Planning for the Crop Growth Period 

3.5.1 Work Plan for Maha 91/92 

The work plan for Maha 91/92 included the following activities: 

1. Discuss the distribution plan with the field channel groups. 

2. Preparation of water distribution plan. 

3. Discussion with the farmers’ organization and coming to agreement. 

3.5.2 Progress during Maha 

Continuous flow given during land preparation was continued until the end of November 
when the project office had completed calculation of water requirements for all distributaries 
and the block office had prepared a revised rotational distribution system for the branch 
canal. Therefore, the operational plan was implemented one month late. 

The previous practice among the farmers during the crop growth period was a:; follows: 

* Five days water supply was given to the distributary channel during the crop growth 
period; the distributary channel was closed on Saturday and Sunday. 

* Farmers practiced an internal rotation among the field channels; during the first 2.5 
days the FC 1, FC 2, FC 4, and FC 5 were provided water; during the next 2.5 days 
FC 3, Sub 1/FC 1, Sub l/FC 2, and Sub l/FC 3 were provided water. 

* Within the field channels the farmers organized simultaneous sharing among all the 
allotments. 

During November 1991, the Technical Officer explained the planned rotational supply to 
the farmers. He explained very convincingly the need for a rotational irrigation supply in 
order to provide equal and adequate supply to each farmer. He assured the farmers that 
there will be no irrigation difficulty for the farmers during this practice. 

Three candidate schedules were prepared by the IIMI RO together with the Block IE. A 
special DCO Commitee meeting was held on 27 November and the Farmer Representatives 
agreed to use the third schedule with a five day water issue. This schedule appeared most 
appropriate since the farmers were told that a five day water issue would be given. It was 
agreed to apply the new operation plan from 2 December. The Farmer Representatives 
expressed their full cooperation to applying this rotation plan. The Technical Officer said 
that he would be fully involved in applying this plan so that the farmers would not face any 
difficulty. 
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The Farmer Representatives of five field channels called immediate FC group meetings 
before 2 December to explain the new schedule to the farmers. The Farmer Representatives 
were highly convinced of the need for this rotational operation and were able to get the full 
farmer agreement to it. 

The new operation plan was applied from '2 December as decided and very close 
monitoring was maintained from the beginning to avoid negative reactions from the farmers. 
In the first two weeks the Technical Officer spent his full  time in the field. the Irrigation 
Laborer spent most of his time in MKD7 during the whole period. The Technical Officer's 
presence was necessary to provide advice and give the farmers confidence in the rotational 
practice. Further, very close coordination was maintained between the Farmer 
Representatives and the Irrigation Laborer. The Technical Officer maintained direct contact 
with the block office throughout this operation in order to quickly solve difficulties. 

Prompt remedial actions were taken, if possible, whenever there was an irrigation 
difficulty. Difficulties occurred mainly due to frequent fluctuations in  the BC flow. Many 
times such problems were solved by adjustments within the DC with farmer consent. 

The Farmer Representatives provided their fullest cooperation and gradually took the full 
responsibility for internal operations within the DC. The experience the farmers received 
during the demand based distribution also helped to make it possible to apply the operation 
plan without much difficulty. 

3.5.3 Problems Faced 

There were some difficulties at the beginning as the farmers were not knowledgeable 
about the proposed new practice. The main problem was that they did not know how to plan 
activities, such as applying agro-chemicals, to match the rotational supply of water. 

At the beginning the'Technica1 Officer was intensely involved in managing the 
distribution. He had to be guided to withdraw gradually. His close involvement was 
necessary at the beginning to demonstrate how to manage the rotational supply. Later it was 
necessary to transfer the responsibility to the Farmer Representatives. 

It was difficult to maintain the distributary channel flow as required because of 
fluctuations and lack of control of the flow in  the branch channel. According to the 
Technical Officer, there should be at least 49 cm of water in the BC to maintain the required 
discharge into the distributary channel. Without the planned regulator in the BC, BC flow 
varied and was less than the required depth much of the time. The Technical Officer had to 
keep constant contacts with the Block office and sometimes directly with the Project office to 
keep the water level close to the required height. Drops in the water flow were regular 
occurrences. Also, sometimes there was a delay in opening the BC after the rotational 
closure which further aggravated the problems. 
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3.5.4 Results Achieved 

1 .  The quantity used by the farmers was less than proposed by the operation plan which 
was based on MMP recommendations (Annex 3.2). An overall analysis of water 
management was done by computing the Delivery Performance Ratio (DPR) and 
Relative Water Supply (RWS) for the land preparation period (LP) and for the crop 
growth period (CGP) and for whole season and compared with similar set of values for 
Yala 1991. A big improvement could be seen in Maha 1991/1992. (See also Annex 
3.3). 

2. A survey of 30 randomly sampled farmers was conducted to get their responses to the 
new operation plan. The results showed: 

* All the farmers said that they used simultaneous irrigation earlier. 

* During simultaneous irrigation: 
* 12 farmers (40 per cent) received a continuous supply 
* 16 farmers (53 per cent) received water for a limited period 
* 2 farmers (7 per cent) irrigated with drainage water. 

* Under simultaneous irrigation, 22 farmers (73 per cent) had irrigation difficulties. Of 
them: 
* 8 (27 per cent) had difficulty in achieving timely irrigation 
* 10 (33 per cent) had water shortages 
* 2 (7 per cent) had not received water at all and had irrigated with drainage water 
* 2 (7 per cent) had structure problems. 

* The reasons given by the farmers for these difficulties were: 
* In adequate supply and water thefts = 11 farmers (37 per cent) 
* Water thefts and poor canal maintenance = 6 farmers (20 per cent) 
*Water thefts = 2 farmers (7 per cent) 
* In adequate supply and poor canal maintenance = 1 farmer (3 per cent) 

* Water thefts, no sharing, and poor canal maintenance = 2 farmers (7 per cent) 

* Farmers solved these problems by: 
* Night irrigation and illegal closure of the head end pipes = 13 farmers (43 per cent) 

including 8 farmers who also mentioned solutions through the officers and 7 farmers 
who also mentioned solution by force 

* Through the officers = 4 farmers (13 per cent) 
* By force = 1 farmer (3 per cent) 
* Not solved = 4 farmers (13 per cent) 
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* The farmer response to the new rotational operation plan was: 
* All farmers were satisfied with the new operation plan 
* All farmers said they did not have irrigation problems during the season 
* All farmers said that this system was successful. 

It is noteworthy that no irrigation problem was brought to any of the FC groups from 
December till the cultivation was over. 

3.5.5 Conclusions 

According to the survey of 30 farmers conducted at the end of the season, the ’law of the 
jungle’ reigned in the distribution of water prior to Maha 91/92. The operations plan 
introduced in Maha 199111992 improved the situation markedly. The process followed to 
achieve these results can be applied elsewhere within Uda Walawe. 

3.6 Work Plan for Yala 1992 

The following is the work plan to be implemented in the Yala 1992. However, it may not 
be possible to start the Yala cultivation season due to the serious drought weather conditions 
prevailing at the time this report was being written. The drought has resulted in a drastic 
lowering of the water level in the Uda Walawe reservoir. Therefore, the work plan may 
have to be altered depending on changes in the cultivation plans made by MEA. 

3.6.1 Strengthening of Farmers Organization 

1. 

2. 

3. 

4. 

5. 

6. 

Setting up sub-committees headed by the Farmer Representatives with assigned 
responsibilities for carrying out each activity. (Responsibility: IIMI RO, Technical 
officer, Unit Manager, officers of the DCO) 
A study tour for farmer representatives to Kimbulwana Oya. (Responsibility: Block 
Manager, Training Manager) 
Training for Farmer Representatives on financial control. (Responsibility: Training 
Manager) 
Self evaluation of the progress of the farmers’ organization. (Responsibility: DCO, 
IIMI) 
Building a community hall for the farmers’ organization. (Responsibility: DCO, 
Technical officer) 
Monitoring and Evaluating. (Responsibility: IIMI) 
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3.6.2 Pre-seasonal Maintenance 

1. Identification and prioritization of maintenance work. (Responsibility: DCO officers, 
Technical Officer) 

2. Preparation of estimates. (Responsibility: Irrigation Engineer, Engineering Assistant) 
3. Discussion with the farmers’ organization and coming to agreement. (Responsibility: 

Irrigation Engineer, Engineering Assistant, Technical Officer, Farmer Representatives) 
4. Implementation by the farmers’ organization. (Responsibility: DCO) 
5. Organizing pre-seasonal maintenance of the field channels. (Responsibility: Farmers’ 

6. 

7. Monitoring and evaluating. (Responsibility: IIMI) 

organizations) 
Organizing and implementation of mid-seasonal maintenance (if desired by the farmers’ 
organization). (Responsibility: DCO) 

3.6.3 Input Coordination 

1. 

2. 

3. 

4. 

5 .  

6. 

Training farmers for seasonal planning. (Responsibility: Training Manager, Block 
Manager) 
Identifying fertilizer requirements. (Responsibility: DCO, Marketing Manager, Unit 
Manager, Field Assistant) 
Obtaining credit facilities from the bank. (Responsibility: Block Manager, Marketing 
Officer, DCO) 
Making arrangements to provide fertilizer, seed, and agro-chemicals through the DCO. 
(Responsibility: DCO, Marketing Officer) 
Making marketing arrangements for paddy together with the development bank. 
(Responsibility: Block Manager, Marketing Manager, DCO) 
Monitoring and evaluation: (Responsibility: IIMI) 

3.6.4 Operational Planning for the Land Preparation Period 

1. 

2. Prepare the water distribution plan. (Responsibility: IIMI, Irrigation Engineer, 

3. 

Prepare the operation plan according to the cultivation plan. (Responsibility: IIMI, 
Engineering Assistant, Technical Officer, Farmer Representatives) 

Engineering Assistant, Technical officer) 
Discussion with the farmers’ organization and coming into agreement. (Responsibility: 
IIMI, Irrigation Engineer, Engineering Assistant, Technical Officer, Unit Manager, 
Field Assistant, Farmer Representatives) 
Implementation of the plan. (Responsibility: DCO, Technical officer, Unit Manager, 
Field Assistant) 

4. 

5 .  Monitoring and Evaluation. (Responsibility: IIMI) 
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3.6.5. Operation Planning for the Crop Growth Period 

1. 

2. 

Development of an appropriate operations plan with the experience gained during Maha 
1991/92. (Responsibility: Irrigation Eengineer, IIMI) 
Discussion with the farmers and coming to agreement. (Responsibility: Irrigation 
Engineer, Engineering Assistant, Technical Officer, Unit Manager, Field Assistant, 
Farmer Representatives, IIMI) 

Technical Officer, Field Assistant, IIMI) 
3. Impleinentation of the operations plan. (Responsibility: Farmer Representatives, 

4. Monitoring and evaluation. (Responsibility: IIMI) 

3.6.6 Extension of Activities to D6 and D8 

It has been decided to replicate the study conducted in MKD7 to the two neighboring 
canals, MKD6 and MKD8. MKD6 is a small distributary channel with a command area of 
30 hectares and 30 allotments under three field channels. Only two field channels exist; the 
third is to be constructed under the rehabilitation program. Rehabilitation in one of the other 
two field channels is completed. 

MKD8 comprises 9 field channels with a command area of 92.5 is in dilapidated 
condition. Rehabilitation construction of some field channels has already been started by the 
farmers. It seemed that there was a wide disparity in  the availability of water between the 
head and tail ends. Some farmers receive water directly from the distributary channel. 

These channels were selected for the following reasons: 

1. The farmers of these two canals are aware and very much interested of the progress 
made in the MKD7 under the present study, and therefore replicating is likely to be 
easier than it would be elsewhere. 

2. The progress made in the three canals may make a big impact on the institution 
building program of the Engineering Assistant. 

As described under the component of Institution Building through Rehabilitation the two 
components of tertiary system management and the rehabilitation process can be 
combined together. 

3. 

In replicating the MKD7 experience to MKD6 and MKD8 the same process of institution 
building and handing over tertiary responsibilities will be followed, but different strategies 
may have to be applied depending on the social and physical conditions. In addition, this 
replication will allow a comparison of impact under different physical canal conditions: 
rehabilitated canals in MKD7 against a normal conditions in MKD6 and MKD8. 

47 



The following activities will be undertaken: 

1. Strengthening the farmers’ organizations. 
- Conducting a house hold survey in MKD6 and MKDS. 
- Awareness training for the farmers and re-organizing the field channel groups. 
- Awareness training for the Farmer Representatives. 

2. Preseasonal maintenance. 
- Field channel maintenance by the farmers as a group activity. 
- Distributary channel maintenance by the farmers as a group activity. 

3. Operational plan for the land preparation period. 
- Farmers present practices will not be changed; current practices will be monitored and 

the sharing will be promoted through a demonstrative exercise. 

4. Operational plan for the crop growth period. 
- On the experience gained in the land preparation period by promoting share practice a 

suitable plan will be developed and tested with farmer consultation and agreement. 

5. No input coordination activity will be carried out 
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Annex 3.1 
QUESTIONAIRE TO EVALUATE THE IMPACT OF AWARENESS TRAINING FOR FARMERS 

1. Whether the farmers’ organization is necessary : Yes/No 
2. If yes why the farmers’ organization is necessary 

1. To have cooperation among the farmers. 
2. To solve farmer problems through discussions. 
3. To have equitable and fair distribution of water. 
4. To maintain and protect the irrigation structure. 
5. To facilitate input supplies. 
6. To get better prices for farmer products. 
7. To achieve better coordination between the farmers and the officers. 
8. To assist each other when in difficulties. 
9. To have timely cultivation. 
10. For the betterment of the farmers. 

1. To attend every farmer meeting. 
2 .  Active participation in discussions. 
3. To resolve conflicts and problems through discussions. 
4. To Participate in decision making. 
5. To abide by the decisions taken. 
6. To make new proposals. 

1. Should be a good farmer. 
2. Can devote time and energy to work for the farmers. 
3. Should be active. 
4. Should be friendly with the farmers. 
5.  Should not be reluctant to take responsibilities. 
6. Should be patient. 
7. Should make appropriate decisions. 
8. Can maintain good relations with officers. 

1. How the FC group is formed? 
2. How the DCO is formed? 
3. How the Unit Committee is formed? 
4. How the Block Committee is formed? 
5. How the Project Committee is formed? 

Project Level 1. Who is the head of the project. 

* Water Management * Marketing 
* Agriculture * Land 
* Community Development 

3. What should be the responsibilities of farmers towards the farmers’ organization? 

4. What should be the leadership qualities of  a farmer representative. 

5. Understanding of the MEA farmers’ organization structure. 

6. Understanding of the Management Structure of the Uda Walawe Project. 

2. What are the project level sections functional heads under them. 

Block Level 1. Who is the head of the Block. 
2. What are the block level sections and functional heads under them. 

* Water Management 
* Agriculture 

* Community Development 
* Marketing * Land 

Unit level. 1. Who is the head of the unit? 
2. Who are the officers under him? 
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Amcx 3.2 
DISCHAROE INTO FCI DURING LAND PREPARATION 

WPIST aehedulc for M I D ? .  h44HA 1991192 
W d r  1.3 h d  Preparation 

(Ha) Lou Uau: (em) 
C m l  A m  No.of daydwcck Discharge Gaugc HI 

FC1 9 9 7 32.8 16.7 
FC2 10 9 7 36.4 17.9 
FC3 7 7 7 25.5 14.1 
FC4 11 11 7 40.0 19.0 
FCS 13 13 7 47.3 21.3 ~~~ ~~ ~~ 

SIIFCI 8 10 7 29.1 15.4 
SllFC2 12 12 7 43.7 20.2 
SllFC3 8 8 7 29.1 15.4 
0 7  69 70 7 251.1 55.0 
D7 with 5 % losscr 263.7 55.5 

Wmkl 4-17 Gromth Period Adjusud Adjusted 
Canal Area No.of dayslwcck Discharge Gaugc HI dayslwcck Dischargc Gaugc Ht dayslwcckDischargcGiuge Hl 

(Ha) LMS Il,cc cm 11s en, 11s cm 

FCl 9 9  4 28.3 IS.! 5 22.6 13.0 3.5 32.3 16.5 
25.5 14.1 FCi 10 9 4.5 28.3 15.1 5 25.5 14.1 5 

FC3 7 1  3 28.3 I 5  I 5 17.0 10.7 2.5 34.0 17.1 
FC4 11 I 1  5 28.3 I 5  I 5 28.3 15.1 5 28.3 1ti.l 
FC5 13 13 6 28.3 15.1 5 34.0 17.1 5 34.0 17.1 
SllFCl  8 10 3.5 28.3 15.1 5 19.8 11.y 2.5 39.6 18.9 
SllFCZ I2 I 2  5 . 5  28.3 I 5  I 5 31.1 16.1 5 31.1 1ti.l 
SIIFC3 8 8 3.5 28.3 I5 1 5 19.8 11.9 2.5 39.6 18.9 
D7 69 70 5 198.1 500  5 175.5 48 0 5 232.1 53.0 
D 7 w i U l 5 % l o s r e ~ 5  2080 51.0 5 184.2 48 5 5 243.7 54.0 

Wcskr 18 

(Ha) Lou Uace (em) 
Canal Arca No.of dayilwrc* Discharge Oaugs HI 

FCI 9 9  1.5 28.3 15.1 ~ ~~ 

FC2 10 9 2 28.3 15.1 
FC3 7 7  I .5 28.3 15.1 
FC4 11 I 1  2 28.3 15.1 
FC5 13 13 2.5 28.3 15.1 
Sl lFCl  8 10 1.5 28 3 15.1 
SllFCi  12 12 2 28.3 15.1 
SlIFC3 8 8 1.5 28.3 15.1 
07 69 70 2.5 198.1 50.0 
07 with 5 %  losscs 208.0 51.0 

Reference: MMP Drah -on - April 1991 . page 11 (table 2-5) 

Not.: D7 Dischargc and Gaugc Height vslucs are maximum vs luc~  when all the canals arc open 
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Anncx 3.3 
WATER DISTRIBUTION ANALYSIS (DPR & RWS) FOR TERTIARY SYSTEM MANAGEMENT - MWDC7 

DELIVERY PERFORMANCE RATIO = DPR = ACTUAL DISCHARGE I TARGET DISCHARGE 
DPR(LP) = DPR during Land Preparation = Actual Discharge during LP i Target Discharge for LP 
DPR(CGP1 = DPR during Crop Growl1 Period = Actual Discharge during CGP I Target Discharge far CGP 
DPR(T0TAL) = DPR during Scason = Actual Discharge during Season i Target Discharge lor the Season 
RELATIVE WATER SUPPLY = RWS = WATER SUPPLY / WATER REQUIRWENT 

RWS(LP) 
RWS(CGP) = (IW + Re) during CGP / (ET + S&P) during CGP 
RWS(TOTAL)= (IW + Re) during the season I [(€+Land Soak.& Ponded water)during LP t ET during CGP + S&P during the 
season] 

= (IW + Re) during LP  I (E t S&P t Land Soaking and pondcd water) during LP  

where IW = Irrigation water delivery (mm) 
Re = Effective rainfall in mm (rainfall is assumed as effective reinfall) 
ET = Evapotranspiration (mm) 
E = Evaporation (rnm) 
S&P= Seepage& Percolation in mm (weighted value based on % of RBE & LHG sail) 

Actual Discharge during LP mrnlha = 633.2 In both seasons. targel was to complete LP within 3 weeks. 
Target Discharge during LP mmlha = 660.3 But in both seasons. 100% LP WRS completed within 6 weeks. 
DPR(LP) = 1.39 0.96 
In  both sensons, discharge upta end of 5th week t&en as water 
used for LP since 90% of LP wns complcted at the end of  5 th  wk. 
Actual Disc. during CGP mmiha = 1786.8 
Target Disc. during CGP mmlha = 1649.7 

916.6 
660.3 

1244. I (Total actual discharge - Actual dischargc during 1st 5 weeks) 
1479.7 (Total target discharge - Target discharge during 1st 3 weeks) 

DPR(CGP) = 1.08 
Actual Disc. during Season mrnlhu=2703.4 
Target Disc. during Scason mrnlha=23 10 
DPR(T0TAL) = 1.17 
Re(T0TAL) mm = 3 19.3 
Re(LP) mm = 72. I 
Re(CGP) mm = 241.2 
E(LP) mm = I77 
S&P(LP) mm = 210 
Land Sok ing  rnm = 100 
Panding mm = 100 
S&P(CGP) mm = 588 5th-19lh 
ET(CGP) mm =SSO 5th-19th wk 

RWS(LP) =1.68 I .40 
RWS(CGP) =1.79 1.63 
RWS(T0TAL) =1.75 1.55 

0.84 
1877.3 
2140 
0.88 
644.9 
178.5 1st 5 weeks 
466.4 Total - 1st 5 wks 
168 
210 
100 
100 
588 
460 

Is1 S weeks @ 35.5 mmiwk for Y & M 
1st 5 weeks with 66% of RBE soil 

6th-19th wk (@ 6mmiday and this is for 66% of RBE soil) 
6th-19th wk Including both weeks for both Seasons 
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LP PROGRESS - % COMPLETED UNDER EACH ACTIVITY 

Week I 2 3 4 5 6  

Yala 91 
Soaking * 100 
1st  Plo. 33 97 100 
2nd Plo. 0 20 91 97 I00 
Puddling 0 0 16 79 96 100 
Sawing 0 0 4 57  92 100 

Meha 91192 
Soaking 50 100 
1st Pla. 9 85 100 
2nd Plo. 0 3 6 6  IW 
Puddling 0 0 4 57 94 100 
Sowing 0 0 0 37 87 100 

* No dale available 

DPR RWS 
Y 9 1  M91192 Y91 M91192 

LP 1.39 0.96 1.68 1.40 
CGP 1.08 0.84 1.79 1.63 
TOTAL 1.17 0.88 1.75 1.55 
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Chapter 4 

THE REHABILITATION PROCESS 

The main objective of this research component is to identify how the rehabilitation process 
can best be utilized as a vehicle for the strengthening of farmer organizations. Prior to 1990, 
construction for rehabilitation within Uda Walawe was a straight forward process in which 
contracts were let solely to private firms. In April 1990, construction contracting was 
changed to accommodate farmer involvement. The following four activities are included 
under this research component: 

* Analysis of the current rehabilitation construction process. 
* Programing, planning, budgeting and resource mobilization. 
* Training needs for agency staff and farmers. 
* Institution-building through the rehabilitation process. 

4.1 Work Plan for Maha 91/92 

The work plan prepared for this research component is described in the Yala 1991 report. 
It was found difficult to implement this research component in the canal selected as the 
farmers were reluctant to take over construction activity. It was found that the fanners have 
lost faith in the MEA and the experience of the rehabilitation pilot canal of DClO had made 
other farmers reluctant to take the responsibility. In particular, it was found that the farmer 
organizations in the Chandrikawewa Block needed strengthening even before taking on 
construction activities. 

The Rehabilitation Substudy Committee decided to implement this research component in 
six FCs of DC22 in the Chandrikawewa Block during Maha 1991/1992 as the farmers were 
said to be willing to undertake the construction. The estimates too had been prepared. A 
general farmer meeting of these six FCs was held and the farmers expressed their willingness 
to undertake the rehabilitation construction. 

The following activities for these six FCs were planned by the Substudy Committee at a 
meeting held on 16 November 1991: 

* Awareness training for the farmers from 18 to 21 November to be carried out by the 
Training Manager. 
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* Discussion of the estimates and designs with the farmers before 25 November by the 
RE(MECA) and SIE(C). 

* Contracting with the farmers’ organization before 30 November. 

* Conducting field level training to provide technical know-how before 5 December by the 
Training Manager, RE(MECA), and SIE(C). 

* Training the FRs in financial management, labor control and site management before 5 
December by the Training Manager, RE(MECA), and SIE(C). 

* Identifying problems and taking corrective actions during implementation. 

4.2 Progress during Maha 91/92 

Awareness Training for the Farmers Four one day training classes were conducted as 
planned from 18 to 21 November for all farmers of the six FCs of DC22 in Chandrikawewa. 
The training module prepared by the Training Manager (TM) covered five areas: 1) the 
irnportance/usefulness of farmer organizations and the MEA farmer organization model, 2) 
MEA management structure, 3) the necessity of farmer participation in rehabilitation, 4) 
information necessary for doing construction for rehabilitation, and 5 )  a field visit to explain 
the design and estimates to the farmers. 

The training was designed to strengthen the farmer organizations, motivate the farmers for 
rehabilitation construction and provide the basic understanding required to undertake the 
construction. The session on MEA management structure was included as it was identified 
under the Tertiary System Management component that such understanding is necessary for 
the farmer organizations. 

The first session on the need for farmers’ organization commenced with a highly 
emotional and motivational address by the TM. The necessity of farmer participation in 
rehabilitation was described briefly by the TM. Information necessary for the farmers in 
doing rehabilitation constructions was provided in the afternoon by an EA of the 
Chandrikawewa Block. This session was found to be highly effective and the EA was 
identified as a resource person for conducting future training. In his presentation he included 
the following information: 

* the irrigation system of the project from the reservoir to the FC, 

* the steps to be followed in earthwork construction, 

* the benefits of doing construction through the farmer organizations, 

* design criteria at the DC and FC levels, 
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* areas where the farmers should pay special attention in doing construction such as 
compaction, 

* resources required, rates, contract agreement, payment procedure, and the agencies 
involved. 

The estimates were explained to the farmers. Farmers were told that the planned work 
was rather small which they could easily implement. The farmers were also told that every 
assistance and cooperation would be provided by the MEA for the successful implementation 
of the rehabilitation construction. 

During the last session of the training program, the MECA engineers with the SIE (C), 
the block IE, EA and TO visited the field together with the participants and explained to 
them the designs and the estimates. The farmers had the opportunity to get a clear 
understanding of the construction work. 

This was found to be very effective training program as the farmers were highly motivated 
to do the FC construction work. 

The planned field level training on technical subjects, financial management, 
labor control and site management could not be provided. It was MEA policy to conduct all 
training through the Training Unit and the Training Manager was too busy on other activities 
at the planned time. It was also not possible to organize this training at a later date as the 
annual allocation for training was used up.  However, it was decided to introduce two forms 
proposed in the Yala 1991 Report to record work done and machine usage for better record 
keeping, but there was a considerable delay in  preparing them at the Project office. 

Imulementation of the Work The work commenced from 6 December. Difficulties caused 
by lack of training were evident from the beginning. The farmers held different views on 
implementing every bit of work and needed frequent instructions. They had to depend 
heavily on the officers but, at the beginning, there was no one to provide technical 
instructions except a TO of MEA. No field supervisor was appointed and there was no one 
from MECA available for the first two weeks. However, this delay occured as the RE 
(MECA) was waiting for the planned training for field level. Later a permanent supervisor 
was appointed by MECA. 

Some of the FRs admitted openly that they could not implement this work successfully as 
they had no understanding of how to mange it. Construction work was totally new to them; 
they worried that they would end up in  debt. The farmers worked on a daily pay basis and it 
was observed that much of the time they were idling; on some days the work done was less 
than the wages to be paid. 

Emulovine . Wage Laborers Wage laborers were employed, rather than getting labor through 
shramadana, because: 
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* Some farmers sent laborers as they were engaged in other activities, 

* The FRs hired wage laborers to fill the vacancies of non-participating farmers, 

* The FRs wanted to complete the work as soon as possible, 

* Some of the farmers had to be replaced with hired laborers as they were too old to do 
such hard work, 

* The FRs could have better control over hired laborers and believed the performance of the 
hired laborers was better than that of the farmers. 

Employing wage laborers created many problems for the FRs: 

a) The wage laborers had to be paid a living wage and the farmers also began to expect 
equal wages. Gradually, making money became the main objective of the farmers in 
participating in this work. 

The hired laborers had to be paid weekly and on time. This created many problems for 
the FRs. The FRs began to hire wage laborers on the assumption that there wouldn’t 
be any delay in  payments from the MEA. When there were payment delay:;, the FRs 
had to face serious consequences, including threats of work stoppage. The farmers, 
too, came to expect payment on time, making the situation worse. 

b) 

Inadequate Resources of the MEA Except for basic requirements of mammoties and 
crowbars no resources were available with the farmers. They expected the MEA to provide 
the other implements such as a bulldozer, wheelbarrows, pans, compacting equipment, etc. 
Their expectations arose from the guarantee given to them that the MEA would provide 
every assistance. But the MEA was not in a position to provide these tools. The smaller 
tools were not available. Only one bulldozer was available for the whole Uda W,alawe 
Project and it was out of the Project much of the time to fulfill other requirements. 

Coordination amone Officers and Farmers As decided by agreement between the agencies, 
MECA and MEA officers have the following responsibilities with regard to rehabilitation 
construction undertaken by farmers: 

* Joint inspections for planning and design should be done by MECA and MEA officers 
together with farmers. 

* Both REs from MECA and IEs from MEA can take measurements for planning. The 
work will be carried out as decided by the REs and IEs at the site and can be done jointly 
or separately. However, some percentage of measurements carried out solely by MEA 
officers must be checked by MECA officers for accuracy. 
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* MEA officers plot existing channel cross sections. 

* MECA officers prepare design cross sections, design structures, and prepare bills of 
quantities for estimates. 

* MECA must give lists of works, cutting sheets, and designs for longitudinal sections of 
canals to MEA officers before commencement of the work. 

* MECA officers are responsible for technical instructions, construction supervision, and 
quality control during construction. 

* MEA officers are responsible are responsible for setting out, setting levels and for 
assisting the farmer organization with supplies, machinery, etc. 

* MECA officers are responsible for checking levels and setting out prior to concrete work. 

* The MEA Block Manager is responsible for forwarding a request for an advance payment 
with the IE's recommendations to the Contract units. 

* Measurements for payments are made by MEA and MECA officers jointly. 

* MECA should hand over as-constructed drawings to MEA when the canals are handed 
over. 

As this list shows, coordination between MECA and MEA officers is problematic because of 
the overlapping responsibilities. 

In addition, the Substudy Committee recommended that someone from the Block office 
should be appointed to facilitate the institution building by identifying problems, laking 
corrective actions, and maintaining the motivation of the farmers. No one was appointed 
with the result that the farmer organizations faced extra difficulties. 

The Technical Officer for the area took it upon himself to coordinate between the farmers 
and officers and to assist the farmers. His involvement was helpful for the farmers in 
several ways: 

* He provided technical instructions to the farmers to overcome the difficulties caused by 
the farmers' initial lack of knowledge. 

* He identified the problems and helped farmers to solve them. Whenever there were 
problems he called emergency meetings to arrive at solutions through discussions. 

* He helped farmers maintain records on machine usage and daily work; this helped avoid 
conflicts among the farmers and between the farmers and the officers. 



* He helped the farmers with financial control. Financial records were maintained and 
payments were made on the decisions taken at the farmer meetings under the guidance of 
the TO. This minimized conflicts over financial matters. 

However, some matters required the intervention of MEA Block officers. In wch 
matters, the TO was helpless because the Block officers took no action. Further, the TO’S 
time was limited as he was engaged in other activities such as water management for the 
whole block. Later he was loaded with other work related to the Mahaweli Week 
celebrations . 

The farmers were highly disappointed with the MEA Block officers. The TO was the 
only regular visitor and apart from occasional visits from the Unit Manager, no one visited 
from the block office to provide moral support to the farmers or for any other reason. 

On the other hand, MECA officers played their part. Though there were some initial 
delays in providing technical instructions by the MECA these were later rectified and their 
responsibilities were taken care of with no delays afterwards. 

Delav in Pavments There was a considerable delay in making advance payments resulting in 
serious problems. The farmers made the request for advance payment on 12 December and 
were guaranteed payment within one week. The payment requisition forms remained in the 
Block office till 21 December before moving on. The farmers finally received payment on 
14 January. This payment delay resulted in  many problems: 

* Farmers lost confidence in  the MEA. The farmers started the work with full confidence 
in the MEA. The payment delay not only disappointed them but even led to suspicions of 
the genuineness of the MEA effort to implement this work. Relations with the officers 
deteriorated and many suspected that the officers wanted to discourage the farmers from 
undertaking construction contracts. 

* Farmers could not buy basic equipment necessary for the work. Since the farmers’ 
organization did not have funds, they had to depend on the advance payments lo buy some 
basic equipment. The DCO leader had to use money out of his own pocket to buy them. 

* FRs faced serious difficulties in making payments in time to hired labors and tlo the 
farmers. They could not make any payment to the those who worked; this demoralized 
many and hampered the progress of the work. 

* Conflicts arose between the farmers and the FRs. It was the FRs who were subjected to 
criticism when the payment delays were continued. 

* Farmer participation gradually dropped. 
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* With the drop in the farmer participation the FRs had to depend more on the hired 
laborers. This aggravated the situation. 

* With the farmers' gradual alienation from the work, the contracts became the 
responsibility solely of the FRs. 

Progress of Construction in the Sample FCs It was expected that the farmers would be able 
to finish the work by the end of Maha season. However, due to the various problems, by 
the end of March 1992, the progress of the construction was only as shown in Table 4.1. 
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One of the prerequisites is that the farmer organization should be strong when construction 
work is undertaken. It was learned that the farmers' organization of these six FCs were 
weak compared to the rest of the block. It was the DCO leader who had motivated the 
farmers to do the construction, otherwise not even FC group meetings could be held. 

The initial awareness training provided to the farmers succeeded in motivating farmers to 
take over the construction as a group activity. However, without a parallel strengthening 
program during the process, the problems faced by the farmers gradually weakened the 
process, If a suitable officer had been appointed to assist the farmers, this weakening could 
have been prevented. Such an officer had also been identified as a prerequisite. 

Training on technical matters, labor control, site management, and financial control had 
also been identified as a prerequisite. This training was not given. 

The experience gained in this exercise shows that overconfidence should not be built in the 
farmers by the implementing agency. Instead, the actual situation and the constraints to be 
faced should be clearly explained to the farmers. There should be a general agreement on 
how to handle these constraints between both parties. This is particularly important if the 
level of support available to the farmer organization is low. 
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The experiences from the pilot study on DClO strongly recommend that as far as possible 
payment delays should be avoided. The results of implementing the study in these six FCs 
may have been different if the payment delays were avoided, since the other problems could 
have been gradually remedied. 

In the time remaining in the Uda Walawe Project, it is doubtful whether the changes can 
be made that are necessary to make successful use of rehabilitation as a vehicle for institution 
building. 

4.4 Yala 1992 Work Plan 

The study of rehabilitation process in the Chandrikawewa Block will be discontinued as 
the objective of using the rehabilitation as a vehicle for institution building cannct be 
achieved there without much more time and effort being provided than is presently available. 

Instead, the study of rehabilitation will be combined with the tertiary system management 
study in two newly selected canals under Moraketiya Branch Canal where rehabilitation is 
currently underway. 

Since the rehabilitation in  these canals is already started the work will be limited to 

- documenting the process, 
- identifying the support services and training needs necessary to facilitate farmer 

- studying the handing over process after rehabilitation. 
involvement, 
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