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| As hag been the case for other IMPSA Staff Working Papers, séveral
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rrigation Department (ID) hag a Jong and honorable history from the

this century. It has implemented the %oli.cies\.of the Government very
Those policies until recently emphasized construction, of mew gystems to add
of irrigated area. In fact the yery suceess of the ID is an important reason .
‘ ta has now moved decisively from a "cgnstruction phase" to a 'management:
phase" in jits irrigation development (Aluwihara and Kikuchi 1991). |

Pty ey

el

The| main objectives of the ID are $fficial_ly, stated as follows dl D 1984):

1 . development of land aﬁd]watér-x"es'd'uuréés: for irrigated agriculture, Bydro-power
angl flood. comtrol; T ‘ S

2L [provisrioh 0£'=ili'ifigati0n and :drainagaifacilitiesfor cultivable land|in i riga!,tion and
drainage projects; and SRR . ,

3. | water/management for prodﬁctidn 4f crops.

0, in a document on the "new mandate and future functio;
(ID 1980), the Department retained the first two objective
modifying the third to insert, after "water management,” 3
anagement jointly with water|users)". But whereas previg , o
: Jidentified 8 functions as deriving from jts objectives, in the 1990|proposal it
increpsed (the number of proposed functions to 20, including sqveral relating specifically
! f systems, promoting farmers’ ogganizations, and joint management of systems)
T grganizations. The proposal includes important suggested measures for
ing {the Department to be able tol fulfill this broader mandate !

=

I

. From/|these documents we can conc'lude two things:

1 . Semior management in the Departmient are trying to accommodate the
i Department to the new requirements, and are very open to making|impprtant

. .changes to be able to effectively implement its broader mission;, | .. ..

|
2 Neyertheless, the Department findsﬁt difficult, by itself, to radically reﬁr;e,_nt_ itself]

. - for| example by rec_anizing its future construction functions may be (legs [important,
and giving central place to operation and majintenance and provisiop of support
services to farmers’ organizations. This is shown by the modest change proposed

. in the|objectives, which continue. tajemphasize construction. - L

| P 2| . R
Therefore| 1D Issue No. 1 is identified as fpllows:

The present and recently proposed nission and objectives of the Dépgriment are
not fully consistent with the need tg have an irrigation management agency able

to fmprove amd sustain the performance of existing irrigation systems, @gsist
farmers to develop and strengthen their organizations t9:enable them td take over
increasing levels of system management respbnsibility, and prov le¢essary

- technical and management support services to the Provincial Depargmgnts: and
farmers’ organizations. It is not clear that the Department could bring about the
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glicies of the Irrigation Depdrtment

cgs§ary re-orientation and re‘sd;"ucturing without some outside gssistance.

of performance and innovativeness. Thu

it|that would be possible given!

constraints inherent in this system have

may be regarded as a critical constraint t
t.!

, the peaple of Sri Lianka are r

tly all middle and senior management positionsﬁre filled by civil engineers

b

bers of the Sri Lanka Enginjeering $érvices (SLES), with th
the post |of |Additional Director for Persopnel nd |Administration, and a fe

in the sense that recruitmeny and proémetion to most profes
ith the one exception noted, is from lwithin the ranks of th
seniprity. This has had important advantages: it has helped maint
remarkable level of unity aud esprit de corps at litfﬁst until recently; -and it h
to resist undue outside interference, thus maintaining its indepg

BV, gi\ren the expectation of [major chanﬁes in the mission, o

fungtions of| the

a*congidgrable degfee now impediments to achievi g these changes.
: sues, as follows; ‘ S g ‘

)

¢/ID, like all government departments, is governed by the prevailing public
service system. Tl&is system, while having many strengths, has ﬁeen recognized as
meading onsiderable reform as well, for example by the Administrative Refarms
ommussion. Many of the rules, regulations and policies are put of date|and not
apprapriate for the modern 'tasks of the public service. One iserious problef: is that the
public s¢rvice system presently has few ificentives to reward and encourage [a high level

t getting the
he generally high calibre of pegple. The

n important impact on the Department, and
achieving the ambitious ohjectivés of the

¢eption of

administrative and specialized scientific tesearch positions. The Department is a "closed"

onal posts, and
ciyil

engineers
mna

as enable the
ndence and

ctives and

jpartment, the characteristics that have been sources o strength are to
e pre at least

sue No, 2: :

T to become an effective " ultidisciplinary" organizatio
Ieate some positions for ngn-enging¢rs, ie., begome t
tidisciplifary,, and in order to gttract the best people, there must

I
. th
Ly

prpfessionals.

1D lsg#e No. 3: - e o

The ¢

|
towargL igh performance and respgnsiveness to clients, and makes |it
ensure that the best-qualified people are in the appropriate positiops.
| |

I

ghasiis on promotion entirely based on sehiority reduces the irtjcentives
i it

i Imust in

¢ some

repsongbly good career prospects for both ehgineers and non-enginee

ifficult to



al Structure of the IrrigationiDepartnIent

 The|present organizational structur¢ of the ID "is constituted by the Ditector of

Irrigation|to establish the engincering and |administrative functions" performeld|by the
epartment (ID 1984]). The head office includes branches each with divisjons, units and

) ite the field level generally cofsists of range, field division, prdjedt and

fices. The ID is managed by ja Directdr of Irrigation (DI} w ds overall -

hnical functions; he is assisted by two Additional Directors; ome; df whom is

or Personnel and Administration, and they in turn are assisted by Sepior
ectors. C - ] : o

I can delegate his authority IL these people, who then act

on|his behalf
im informed (ID 1984). :

rief, this organizational structurk can be characterized as follows:

L - | it is highly centralized and -hierarch{cal; B

2 there is a tendency, as a result of 1t centralized nature, for a Séar tibn of actﬁallz
- responsibility from actual authority,| resulting in many dgcisions being ﬁken ata
| higher level in the hierarchy than would be functionally required. Even where
| officially authority is delegated for ¢xample to a Range Deputy Directpi, higher

' muthorities are often asked to take decisions perhaps out of a concgrn: about
second guessing” or rear of taking responsibility; : Ly
mong the

isqupsion and-

forced by the strict

ough there are formal and informal processes of consultatior
. direetors through which many decisions are teken only after much
. consensus building, nevertheless thi$ hierarchical structure, rein
| sediority system, inhibits the develdpment of more participatory| group| processes

. for|problem solving. This affects not only the decision-making procesges.within.

: epartment, but also affects thg ability af Department personnel fo| overcome
. the long-standing hierarchical relatipnship with farmers, and work effectively in a

participatory manner with them; SR

4, i there |s evidence that the present management structurg is not ¢ .
- terms lof communication among the|levels of the-hierar¢hy, oriin terms of
i ormance monitoring and evaluation of stpff and the programs being|

mplemented. Thus, it is clear that] 2) many) project level staff ¢ '
ungerstand or accept the new policies of participatory managé
cases are even resisting its implemepntation; b) management is ys fully

aware| of the gaps between head office and project leve! understandin s)t c) there

is no systematic planning and performance monitoring and evalyatipnIsystem to
that programs are being implemented, with the e¢xception of| construction
ts; S i . S . .
5 the present management structure is based on the past objectives of the

Department which emphasized planning, investigating, and.constructing new




building. A few years ago the Degartment freated a position of Senior Deputy
Director for Water Management, whose position description has many of these

elements (ID 1984), but since the incumbent departed a few years |agp, the
pasition has been vacant. ' |

facilities; it does not reflect the present emphasis on O&M and in ti'tEﬂion-

Sdme of these problems have bee recognized recently by senior 1 Anagement.
Yery constructive and important proposals have been put forward to re-o gaﬁizc the
{q;Frtlmen structure to give more emphasis to Q&M, institufional devefopgment, and
pplied research (Weerakoon 1990; ID 1 90). To date the Department has [:ot reéeived

ipproval {to implenent these changes. y proposéd re-structuring mmst {ake these
roposals into account and build on them ‘ |

| i
Therefore, ID Issue No. 4 may be ‘Jtated as follows: -

resent organizational structurg of the Irri ation Department i
roptiate to its new mission, objgctives, and functions; The pres n
communication system among levels is also not very efﬂ;ctive,‘l adipg|to serious
problems in implementing the new participatory management policies

S [ i :

-

iy

b}

e Monitoring and Resource Mgbilization ‘
eyious Staff Working Paper (SWP 2,7) has pointed out that the ID does not
lent have an adeyupate system for monitoring and evaluating irrigation system
€| and proposes some measures for improvement. In fact, the paper sug%ﬁsts
erformance monitoring as used [to be done in the past is now ngt ised. This

t that there are some kind of institutiohal constraints that

ddition to monitaring and evaly ting irrigation systemn performance, there is a
r an effective system for monitoring drganizational, and thus staff
¢, linked to'a system for addressing shortcomings, and providing incentives for
s jof staff performance. At the moment the ID has no such systematic system,
formance of its staff is largely dependent on individual interest |and
ur stadl rapid survey of ID iprofessional staff suﬁ ests there
f support for a change in the |performance evalu
ns and other incentives. :

Id be a
on system for staff linked

epartment often points out that a major reason for the low leyel of .
stetn maintenance and general poor pgazf}ormance ig that thé De¢partment is
ry|inadequate resources. A recent|study confirms this resource| gap (TEAMS
the same study goes on to dempnstrate ¢learly that the present|system for
llocating, prioritizing, and using funds is-not accompanied by a|performance-
itoring system, and that the manfagement of maintenance, and mior broadly
ment of resources for O&M ledves much to be desired. ‘ |
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‘hug, two
., ID

mpre issues can be. identified:

achi

cxpd

resources presently made avallhble to the Department Are not
feve its present mandate. They would be even less adequat 1f
ore generally, O& iL greatly UHderfund&d ‘

sug No. §_:

s to both human and financi
farmance monitoring and evaluation systems t1ed toa system
hieving high levels of performance. , .5

rarces Planning and Developmént and Projéct Developmen

ng and development of water| resourcels is an-important and lon

lleftﬂon
is leads
tic

‘Rel
ificat
proy

epiu

o 'whic

ne ID. The ID routinely collects data on water flows in river

ogram to use the data collected on water avallablllity, alo
and alternative uses of water, for systematic planning and
ces. This probiem was recent

North est Province Water {1

de

highlighted by the consulta cy

esources Pro_lect :

d to, thns gap, is the present lack of an, mstltutlonal capac rty f
; development, and design. »Fost ID projects are designed by ¢
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the Department staff were npt entirely committed (Nijman 199
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tOIl
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Th
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I
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the final. two issues to be dlsdussed are 1dcnt1fled as folho s
ug' No. 7. - |
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c¢ planning, development and management. Tha ID has-som
is not well- orgamzed and sapported. SRS E
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111, f;L'YSIS‘OF IRRIGATION MANAGEMENT DIVISION

" The Inrigatilgn Management Divis _
primarily to implement the ntegrated Mpnagement of Agricultural Schefie
‘rogramme in about 35-40 major irrigatipn settldrhent schemes. As

ATIONSHIP TO THE IRRIGATION DEPARTMENT:
n and Objectives of IMD a

on (IMD) was created by-the - in{:ﬂl- ‘in 1984

nes (INMAS)
art|of| this effort, its

| Project Managers had two njajor responsibilities;

develop an-institutional framework for farmers 'to- participate in irrigation

'system management throug farmers’ organizations and joint #gency-farmer

comrittees; and | 2 | SECEAEE N AP

coor.ttinate the provision of |agricultufal services and inpiits from the
various government and nd -government agenclés at sche e Tevel.

g oversdeing ahd

Lo

¢sponsibilit

jects, especially ISM and
ssues pertaining to rehabilitation, manag

oxe-effec:;ive', the coordination

dition, TMD was assigned other respo sibilities, imciudir{

ing D&M !service fee collection (now basfcally defunet), allotatibn|of O&M

the government to the Irrigati
ViR

n Dgphrtment; management o special ‘donor-
, and ‘advising the governmént pn|various
ment and institution+buildi SRS

> IMD has been an important | echanism through which the M m‘ltry has
romaoted experiments in institution-buildjng, and ¢laborated methodologies|for

on of what later came to be formalizdd as the P:a'rt-icigét ry Management
roject level, project managers generally have pursuyed bot jor INMAS
ies vigarously. On some schemes as the Project Management| Committee has
nction Das been-caried out ingrepsingly

vel, and'in the eyes lof many external

Committee. At head office #

> 5
=

151 ﬂan
erations,
plemen

vever, the IMD was never inte"ded as a "permanent” organizat /
. _etiuen? one hears suggestionis that it is time to dunsider inc rpprating the

erger of I and IMD.

tation reqpired obtaining some gdditional staf ¢
gresently going through a restructuring prigcess incliding long-term reductjo ‘of staff, the

the development of an institutipnal fnapﬁwork‘foffir‘meﬁs’ participation in
agement has received the mos| attentio

n, and has Had the most impact on

on, With

develo

ment and project marlagemernit!functions within a refarmed Irrigation

| {_If thig is done, the question [arises as fto whether the IMID s{aff would also
. be meprpordted, or whether some or all §
‘fundtians |assigned to the Division. Our

rief ‘ral&i:d survey (Appendix 3) and|other
b :

aff woujer be 'retaingd in the Division with new
show considerable anxiety amlong [ field staft' segarding yEDssible

B, the
dations for 'strengthening IMD’s
by the IMID itself. Hywever,

staff, Sin¢e¢ the Governmént is

dde a number of important fecomme

9, under the Institutional Str'ngthenin' Project supported by| A
hich were accepted at a worl shop amf
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been able to obtain the necessary cadfe to increase its effectjiveness. Yet .
usly, one finds additional demands and tasks being added, inclugding the recenit
MD should assist the MASL| in developing its participatory mapagement
. | Much of the present IMD budget ¢omes from two donor Emnﬂ;le rojects,
[IRP, both of which are scheduled f@i‘rﬁompletion in mid-1992] - This will
rther reduge the resources available to the Divisign. . .

the beginning it is fair to say khat many people in the Irrigation -
,/and also outside the Departn;}ent, have had serious reservati

aving a Ministry Division implementing activities that in prin
¢ Department is the appropriate approach. IMD has been effe
ing programmes for implementing participatory management, and {n ensuring
- donor-funding projects have a strong institution-building element at scheme
ever, one "cost" of this separatipn is that the many ID staff do pot feel they
ake [in working with farmers’ organizations, They oft¢n refer to themas the
ganjzations, and often do not deal directly with the farmer reg
o|work ‘tflmugh IMD with farmlers instegd. There may be good h s}mrical
laving cfeated IMD, but it can be argued that continuation of this Division
e ID will in the long run will {inhibit the development a new iptdgrated
management system . '

the discussion above, we can distill three key issues:

) Issue Np. 1:

a fesult of government public sefvice restructuring policies, the IMD! is unable
btain sufficient resources to carry out its jpresent fumctions effectively, let
e ta expand its activities as desired by the Ministry. With the gnd f two
jor|donor-funded projects in mid-1992 (Eg*le and MIRP), these resonrces will
further reduced. Thus IMD is facing a eritical crisis in terms of [regojirces.

) Issue No. 2:

ile| the creation of the IMD may| have be¢n a correct decision at the|time it
made, presently one unintended consequence of its ¢ontinuation i3 that the
lopment of multidisciplinary irmigation rgfanagemenz capabilitieg in the ID,
ding working with farmers to d velop effective system-level management

s, 15 seriously inhibited. If the ID is going to develop these capghilities then
key to the change is the IMD itself. o o

it i accepted that the ID should fevelop its broader jrrigatio
ibilities, then the role of the IMD should be re-congidered. -
ions: 1) discontinue the IMD and incorporate its staff and funct
2Y continue the IMD but in a new role, ¢ither as a mandgement "
ssist the 1D and MASL to build| their own institutional capabiliti

monitoring and evaluating, ¢n behalf of the Ministry of Irrigation, the




i i1

parucxpatory management policy.

VILET

l
ogress of the overall lmplememq'atlon of the

7] nshlp ¢f the ID and IMD

¢ risuler le tension and ap r hensions by the staf

ich other, This was reflected i the panel itself and in th
Many ID staff believe that I MD field officers are pittin

MD gets the credit while ID taff 0 the work; that IM

d fafcﬂmels not epjoyed by ID staff; and that bu11d1

is issue Has been referred to above ulj eeds to be hrghlgg

‘ 3 %resent

he farmers against
stalf have certain

ng FOs.ig_the responsibility
\igu has no concern. Many M staff also %}ld t%) ome perceptions,
a staﬁ do not cooperate ad quatel / o build FOs; whil farmery’ first
nd concern is about water, "we", i.e., IMD staff, are helpless; staff have
s 0n51bllity but no authonty, and there gre concerns about 1€ [future prospects
D|and the staff. | -

are engaged in the same operation -
. O&M and 'building FDs tQ take over
lese functions cannot be separa ed It is|the ID- tha}t must tyrn jover canals, and
subsequent supporting linkages with the FOs, so the ID staff must be closely

in building the organizations. F tsmce Ira numb}fof rea itlig difficult

actual position is that both I and IM
anagcflent -- and functions |ike cana

ical staff by themselves to bufld cfﬂ: tive FOs, t eed for a separate

itutibnal specialists working clo ly vw:th he technic staf and farmers to build

cally, therefore, tie most apprgpriate arrangement i5 to have one |agency for

nanagemgnt in 1he major schemes to epsure this in egrat«id approadh. : Since

is not a 1P&rmanent departrnent nd doesinot have t}e regional prganizational
s, Staif, or resources, 1t is a. r‘_ -organized 1D that hould b‘ the dore of this

€3

g3 1‘1|011 mwnagement agency. . .| ‘ N

YPOSED ORGANIZATIONAL LmdeMs L

¢ panel d,chussed at great length|the degr e to which a radical change is
T example a completely new o anizatio formed under 4 new [legal mandate
e present Irrigation Departm nt; or radical change of the Department itself,
| New na e, new mission, and new erso nel recrm%ment policigs; lor a phasecll

on and c fe process w1th1n [J related? gstion-adidressed at length
rthe ID and IMD should be a algama d, and if S0, on w 1at kind of time
|

=

pr1 what terms.

i fan' 10 say there was no compl te comse sus on.an pf th
10t $u a1E1ngly, advocated mor radigal ¢hange than. could he.

n f tB management staff on the panel. The latter, oiifere -very cogent

or a less radical approach, inc ding the importance of identi

e p:rocess that could be accept d by the ID and IN ID sta .themselves. Too
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approach would lead to severe iconflict and resistance, which would undermine

tes [of achieving the mutually-agre¢ed objectives. On. the other hand, it was
hat some significant changes are necesﬁary that may not be very popular

he staff of the agencies. A balanced ajiproach is required, A |key underlyin

is, |what are the minimum changes required to ensure effective i ?{ imentatioﬁ

itious participatory management programme?" L

=Py

| ¢ m_gbts: -

* This section is therefore based on {he following a§§umptions a
1. The ecessi%for fairly radical ch#lges in TD/IMD for success ta sﬂ_nrfz their
1

capadity to implement the Government's patticipatory management policy as
iculated in FMPSAEPolicy Paper§ 1-3; '

-+
=1
=
J

ecessity to build on the pres nt organigational and pérsb el|bdsé, and ta
ed in stages, through a participatory approach; '

‘}}'\
4=
Y m
CF

3. The necessity for external assistan%: and support, in terms of a|cle

t ity C I agreement
with the Ministry on what will be done, by whom, in what time perjod, land with
ources of managemgnt expertise;

- wh

3]

t resources, including external

3

4. The necessity to balance the need for radicd] and timely Char% wi h% e need to
. - plan and implement these chamgesi ith the participation of ID and I =st"aiff._

Pmﬂosed New Mission and Objectives of hhe Irrigation Department | Nt
" The gverall mission of the Trrigation Department should be to develop fwater
nesources| for irrigated agriculture, and to provide technical and management services to
ater users for the optimum use of the country’s water resources, with speécial reference
IQE) iﬁ'ifat' n| management, for effective implementation of the Government’s
clpa
Th

ar ory Irrigation Management policies. o

e gbjectives of the Irrigation Department should be:
1. to be responsible for overall planning, development, and coln'sehﬂ:‘aition‘of
the water resources of the country; _
2. to plan, construct, operate, paintain and improve irrigation SCH_emcs_ zand;

drainage and flood control schemes (putside the Mahaweli);

3. to gr mote the establishmerqt and strengthening of f prganizations
to bui priovement as

d their capacities for [rrigation managemeant and i .
- proglyctivity of

well as for other functions t¢ improve the profitability a
irrigated agriculture; ' |

4, to provide mana ement and!technical assistance and advice to bbth
provincial counctl departments and farmers’ organizations resppnsible for
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management and improverent of their irrigation sche es,|to| ensure they
-|.- are able to do.sp efficiently and efféctively in a sustainable manner; :

zationg Jn implemilgﬁﬁg the palidies of self-
(R I

: 5 :to.ﬁ}'rk-with'farmers’orga i i
. { ifrigation schemes; a

- and joint-management

6] |- . to-1dentify, test through applied reseprch, adapt,;and disseminpte Hew
Arrigation technologies and| anagement practides that would enhance the
long-term sustainability ang produgtivity of irri '

ated agriculture,

ovide | gnidelines

atigns jand quality
I8’ lorganizaiions

f inrigation

«for setting national standards in ternis of design specifi
contrpl to assist provincial and other agencies-and far
involyed in construction, mdermizatilon, and opération

-7/ | | Building on its research an( management expexribnce,'ﬁ:
‘ g .s'yst_em_s. : I

.1 Il other wonds the Irrigation Department will be the premier irrigatior
M ,Ee ient agency in the- country, respensible for im lementing the Goyern
ofr%?: Patory management policies as desgribed in the MPSA Policy

\$Sigting farmers to use water productively so as folincrease their ineo

reflect. this expanded and important ;marigiate, a suggestion has |
ame of the Department. A Humber o options haye been su
ater Resources Management [Department” (WRMD); "Irriga
: -éﬁ)e agtment” (IMD); Irrigation Dievelopment and Ma
JD?\/I ); -and bepartm‘ent af Irrigation Management aj
.| However, there is no. consensus|on t is (see next section).

. \

3_%.‘

' u -a,:dld Sttucuir&of 'tﬁé«-lrrigali‘ on Dmphni'tment ‘

. o, - : [P o \
Ie| present grganizational structure of the: epartment iis designed to fulfill the
nstruction-nriented mission of the Depa% ent. Withla nejv 1841
it|will beinecessaty to re-organize the: Department $p that it cay fectively
t them. . The new Department miust be drganized o s to be an effiegtive multj-
nd.output performance-orieited depa tment, i.¢., working through: -
-teams whose performance|is meas red‘by'the;r. outputs based on plans
» and it must be sufficiently decentraliged to ensute dedisfony ate made and
at a level appropriate to the problems being addressed.
S A | L EESEE AR R I
ed is an-organogram depictin ‘the pmgosed new structur ,o(ﬂrt
t at:-head office and range levels, in 2 bir ad way. Several itpaortas

.I‘ L

St

i vl s

may be noted. |

1, The e}rartmpm would be.re-,orgag

an itional, Director. of Irrigatior
rrigatjion Management, the other

Eaci f these Additional Directors'

- One would be the: Additianal| Director for
ditiorial | Director for Technicall Services.

zed. inte two isubda%artmégm ;'each headed by
ould be :supported by Seniar Deputy
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ors for certain important functions.

The Director of Irrigation would be sypported by three cells, one for ublic and

ntary affairs, another a planning and monitoring unit, and a thirg for
tion of services to the Provingial Coungils (the Iaiter to be headed by a
eputy Director). The Directdr, assisted by Seniot Depuity Difectors,

> responsible for overall planfing and performance monjtoring; public

; and direct supervision of setvices to provincial councils, financial
pment, human resource developgment (HRD) including pérspnnel

ement, and administrative support services. :

is @ new flunction, that will oversee the development and implementation of

11" human resource development programme, designed to ensure the

ent develops and maintains the range of skills and expertise tequired to

mission, and that there is a lgng-term career development process to

rofessiomal staff to develop to| their full potential witﬂin '‘the Department.

D unit would provide overall olicy and planning guidelines t¢ ensure

e human resources are available to implement the departinent’y ptogramme

y in th¢ long run; it would al§o manage the admihistration of] pardonnel,

be linked to the Management Development and Training Unit (MDTU)

inistry. : : - :

aining management and techrlical functions will be delegated fto the

al Diregtors. A ) |

iditional Director for Irrigation| Management will be respq
nting the Government’s parti ipato?f irrigation managex%

ssisted by Senior Deputy Directors fo

Operations and Maintenancg; and Rehabilitation and Modetnization, as

sible for
ent policy. He
r Institutional Development and

as| Project Directors for special dgnor-funded projects, and a Deputy Director
Lesearch Management Unit. This subc}Epart'ment will plan angd implement
mes for; promoting and strengthening farmers’ organizations for lifrigation
anagement; implementing the policy to turn over:systems|to fartnets’
ions for self-management; working with farmers darganizations for joint-
ervices to

organizations for operation, maintenance, improvement and
ization of irrigation systems anf for modernization; and diversification of
agriculture; and applied resedrch to develop test land adapt
| technological and managemént innovations, '

nent of larger schemes; providing maer%gement ang technical

irrigation management, the Deputy Directors of Ranges will also report
o the Additional Director for/Irrigation Managerdent, and will be guided
znior Deputy Directors within'the Subdepartment.

he primary functions of the ran%e and divisional units of the partment

$ (Ylannzitmg and development, design and construction, and |a range of

itional Director for Technical Services will be responsible|for watér
services including the hydraulics laboratory, larjd use division,
1 ‘ . :
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ill be assisted by Senior D
lopment;| construction; and

AL i
puty Directors, for
pedialized SeTVices. , .

equiprnent management, etc. He
vater resources planning and deve
‘ ! |

5. To ensure thc Deﬁaﬁtﬁiéhi,@ﬁetﬁ e
essential for it to achieve its mandh

1l for . ! o, 4 "'.‘ ‘a¢r '
opp rtunmgﬁ for non-engmeering |professio
i
|

als as well ms engiteets. | On the other’
hand, certain functions will contingje that require an engineering background.
o i e
herefore is that certain positionls will be .
‘(s at present); a&q,; erfain ones would
of rele\ﬁ t disciplings. This es R
Irrigation Manag?ent;ﬁ hiof Deputy, . © ..,

ent;'Human Resoy; developmis
rector Research . .

Alkey comppnent of this proposal
reserved for| SLES; certain ones fg
be open to persons from a variety
% sitjons of Additional Director fo
»Directors for Institutional Develop
Agrig ]turali]?lanning; Project Directors; and Deputy
Andgement; and at the range and project levels, Institutional Deyel ppment
Mpanagers and Project Managers. [t Is .emphasized that ithese posit would, be.
open to all disciphnes, inclu ing SILES persgnnel, with ftlh ilitie:

6.  The R énge Deputy Directors’ primary ré;;po: sibilit:y m]llbetd) updrvise. the, | .
- . implementation of the Governme ’s partigipato 1rrigftion management policy

 atfthe field level. He will be assistéd by a iGhief rrigation Enginedr for
superyision of technical activities, g Institntional Deve opment Mgna -
supervision of the institution-buildi g and fraining activities, and an A ricultur.al
Otficer who-may be on deputation from thé Department of Agricultute, Project -
Managers. regponsiblc for working With farmers’ organizations; (as al present under
the INMAS program) as well as % ision Irrjgation Engineers will feppit to.the .
Range De,pul:y Director. 1 - o L

alternative Qption. An option that| was discpssed but on which no consensus was
reached is as follows: : S ot . :

also suggested that the Director’s s

1 Asle part of g\e proposal to re-nam
eneral.”. The propose

e theJ Diepartment as mentioned| ab cwe; it was
atus should be enhaniced by [re-des ighating him

d subde: rartments would then be

|
tead of two subdepartments, three were suggested: a Director for Irrigation . . .
agement, a Director for Techn % :

Man : _ al Servides, and a Director for Water
%e ources Development, reflecting the broé. er role envisioned. | In (fa¢t, the
epartment’s December 1990 propgsal (ID 1990) also provides for three

"Additjonal Directors”, | I o :

.+~ Tull Directors,

. No|consensus;was reached because |{t wag suggested that under ourrent
sqmvige rules, |there i no provision for an ephanced position called "Directdr General”
higher than a| Director; creation of such a post woulf be appropriate o ly if & new
oxémﬁzati on, like an|Authority or public b‘arcl or cgrporation, were being pra
Mast panel]l ember;l felt it is premature ¢

propose|such a radical change ps




keye

Directors an attractive one, thomggh only one panel member jexplicitly

/e suggest that the question of whether there should be two or three
could be re-opened later, as the Department evolves. Our rapifl survey
el (Appendix 2), as well as dis¢hssions at the Consultative panel, |
pidespread support for a restrugturing of the Department &
lis paper; it is only on details that there is disagreement.

! :
reference was made in an earger section to a recent stud
f maintenance, and the funds gllocated for O&M (TEAMS 19
ecommends a project-based open budgeting and aceounting |sys

n ltxreto_mmends the Departiment make a seriouy effort to i FTW its
for financial management, linking it closely to performance. Effitient use
purces would lead to improved: [Department performance, and would also

jective basis for identifying the resounce gap and seeking to (fill this gap.

Human Resource Developmenl Policies of the Irrigatiﬁn ) ‘pa tﬁlﬁht

2d above, an important change will be the opening up of certain ke

n the Department to non-engineers, in addition to those positigns that will
eserved for engineers. Thes¢| "open" positions will be recruited through a

s from pmong public servants|(SLES, SLAS) of the relevant level of

jally preference may be given 19 persons within the Ministry of

fahaweli Development. As tHe in-house capability develops,

assistance might lead to alternative suggestions.

The suggestion here is: following a pre&scribe:d format and set of stand 1ds that is
d to the gverall mission and functions of the Department and the respon‘r

normally be iiled through ptpmotion from within the Department.

be attractive career opportunjties within the Department [for nops

1s been suggested that the proposed positions for Senior Deputy [Director
anning) and Agricultural Offigers attached to the Range Qffice gould be
511 Lanka Agricultural Services, through a secondment arrangement.

| ‘ :
nt there is no effective system| for evaluating perfarmance jof Department .
ns within the SLES are based strictly on seniority, with no| consideration
and capability. Such a system provides no incentives for|achieving a
rformance, and encourages staff to take a low-risk approa¢h af

lower level than many are capable of doing. Our rapid survey -

gﬁests a wide support for some chanFes‘in this system, though some find
blicly support chan%e. Effective impiementation of the new ifrigation
licies will require changes in peoples’ behavior and attitides, new skills,
of commitment and high. individual performance, In other words, the
eds to re-orient itself to bein% performance-oriented. |

e, for both engineering and non-engineering profeséional staff] the
uld develop an objective, effective, and fair Eersoumel E’erforrname
m. A suggested approach is dutlined here, though further| profegsional

ibilities of




training particularly of supery 30TS.

¢partment

er important innovation on the perom
o dcygl@p a Human Reso ce
‘discussed in :

pvision for a unit to managenient

¢Er pras ;
|based (%p needs, interests, and perfor
eyelopment of the Departmentls ca

ortant issue requiring furthe

performance of the other s 1D

ice aides, and the like.. At pre
e required standard, and

taff. TLis

ommende

sent the
ittla contro

S

deti in SWPs .1, axﬁ'}; 72, The pre
tig i
pects of staff; ensure thatfrq) ssional development .¢

poriijsdr?i_ces,_iﬁe,, the clex]
1%

j)roblem is a wider|one in tH

de their
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-|the staff member, each person would be evaluated annually by his or het sypervisor, and
rated . on a scale for overall effectiveness, This format would be us by [the supervisor
to assist staff to recognize their strength b and. welaknesses, any i,oye:%o me the latter, and.
4s 4 mechanism for rewarding good pertgrmance, ' The performance evaluation would be
|diseugsed by the s ervisor. and the persgn evaluated, and, th \perspn wopld be asked to
skgn the evaluation|if he agrees, and add jany pei s he or she wishes to. (1 he or.she
1sagriees with the evaluation, a written g atement pn the basis for dis greement would,
be prepared and s mt to.the Director of Jrrigation, SNSRI S A PO PR
' SLES and SLAS personnel within ﬂhq Departmietit| woul _each by grouﬁ)ed
it "ﬁla " based an seniority. Four slab might be appropriate. Thus t ﬁmcip.e of'
senjority presently in use would be retained, but modified in Trms' f "slabs! tather than
strigt ranking based on date of appoint gnt. rg_ otions would be from within
flesignated semiority slabs for positions, by t based on performance. . .|, | | .
IIn)rd rto .*;";sure the system is i ple en![t dm an'pb;':-{fti_\?ei‘}a d jm amal wag’l
itside interference, a Performance E -alp tign Comj iss10r1 would be formed, .
of retired senior Irrigation Dephrtment SLES, MLITS) and|SLAS|personnel.
mission would have three functipns: N T P P P R T
. 1. 1o establish an overall syste for performance e?ualuétt:iib‘”é id ninohiibring;
; i2.‘ | to review any cases in which a_ﬁqnscl: ;_h‘as 'disa;gwécd wit , .a- ‘ ;fﬁtmance .
g ~¢evaluation and make a recammengation to-the =irf:c;tcﬁlr of Irrigation;
3.0 | to faﬁ[k"allD%p;irtment _p,er_r'mdj within theirr%a};pe‘ct_i%rc;:‘se 1n(,SLAS, |
SLES, etc), within slabs based on senjority. This ranking wdul be the
basis for promotions of staff|within p ich slab, |
mentation of this system should 'béigp}fe_e'ded_by a géri’o&e}f ch Eﬁl planning,
n of the plans to staff with ample opportunities % r them to pr

hel side Ithz¥ is requireq for success is
Development plan. for, I partmental
osed g nization
nction, which we ahce the
de oftunities
ance; and thus c¢ to.the -
abilities, - .
- researc and analysis is ¢t estion of - -
o | ‘ ts, store
s little Ineentiv 3¢ staff to .

ver their perforn
e public setvices;
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_ ’Of the Department to the Miiiistry_of Irrigation

lestion to be addressed he;: is the future role of the Ir igaLiofl
ms13n (IMD), and the relgtionship jf the Department to the Trrigation

Division if it continues, and the Ministry more btoadly. It has been _
ced by the Government that Ministries should fodus on poli aking and
its img}ememation; they should not be doing policy implementation. At
D, a division of the Ministry, is implémenting the INNF S program on
‘major schemes. ' ‘

liscussed mbove, the IMD has béen a pioneer in developing and testing

tp implementing the Farticipat ry man’afemcnt policy. Its very syccess is a

on why a process like IMPSA is| now possible, to consolidate the gains made.
the intention of the Government that IMD would be a tempprary' division,
% run, the implementation finctions should be transferred td the! Irrigation
t would therefore seem logikal to usdbthis oppottunity for irco) p%rating

ementation functions, and much of its staff, into a newly re-org

| : .

) staff have expressed serious apprehensions about amalgamatign with the
department (no doubt there ar appnehseﬂsions on both sides, a|najtural thing
Ies are g)mposed). Nevertheless, given the integrat¢d multi-disdiplinary socio+
atpre of irrigation management, it is felt by most people that a pingle
department with broad irrigation management functions is essential for future
erefore two options are possiq‘ e: e

ahead with amalgamation of IMD and ID in a phased manner gnd try to
age the ensuing problems; ‘i .

eed with reorganizing the ID, tp be phaged in, and recruitment|ofl the

ired non-engineering staff to work initially outside the INMAS systems while
ining IMD’s role in systems under INMAS. TMD staff would be invited to

y for positions, and at a later stage, when the ID expands its respansibilities
INMAS schemes, IMD staff wguld be gi!ven the opportunity to lapply.

it

aper recommends option nu "ber two, 'which may be considered as a phased
on program in phases as given in the next section, on irqp ementation.

ill be important to establish a sfnall but ¢ffective unit within the State Ministry
of Irtigation to monitor the performance of the i‘rri%ation management policy! 5
il ition, and to continue to re-evaluate and'refine that policy base
learned. Ideplly, this should be built around the IMD itself. |

_ ! :
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is useful to have a set of bendhma

a. Evaluation of the pro ré
IMD, and Ministry officialk;

b, ID to take over all impl{
| staffto be absorbed-into T

4

- ¢. Re~organization of remd|
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k Forc¢ to Guide the Change|Process

: fa R i re o i:-.;‘, b ;

€ re-organization: rocess neéds u_o\bq eticulously planned -4 this paper

nly a Broad set of guidelines] A very high level fask force cansisting of
ent, Irrigation' Management| ivision, ang other Miristry peo le,
expertise as necessary, shoul | be formed to plan and guicde the

¢ process.
d problems

1 |- Redarganization {and re-gaming?] f Irri Btiol) 2 Imitial -
|1 Intdgration with Trrigatiol] Mariagement Division -~ R
. i s | I e B
a. Implement re-organization of ID) at head office and|fi levels; and:post
instimtion_al staff in non-I NMAS sc*nemes; -
F ] o by Al Range De uty Djrq:mrsiq;fil rigation to be made ex- icio Deputy
|+ Dirgetors of IMD, and toitake instructions re: rding| INMIAS aetivities
“or e from Directdr of IMD. 1] - C
e | Lo T E . : iJ | ‘ !: ) ' i !y -iLl i
‘1| o ¢ Iitensive programme df workshaps, team bpii!di-ng, and training to
|+ prepare all parties for new rgsppns%)ﬂities. L A1 I CE e
Ten#ﬁgtive time frame: Be‘:;in in 4th quarter ofi 1991; contifu wntil first
SRR || -quanmter of 1993, - . [T .. . | R N [ I
‘ BRI I N T TEee o B . sl o | FIVESR T
Fhgse 2 Congolidate Reorganizatign of IDthrough Intdgratioh bf IMID v -
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implementation of govgmmeﬁt policies.
Tentative time frame: Evaluiation of progress in early 19 |
implementation during same iycar if progress is satisfactory.

Phase 3 Establishment of a single irrigation management agen. i gigung the
! { | |Jrrigation Department, and including Ma eli B ' =

This 'is\ contemplated only ne: r the end of the de«dade, 6' ce the new
Department is well-established and in a position to expand further.

IPOSED METHODOLOGIES l*‘OR IMPLEMENTATION (
ATIONAL REFORMS

ection briefly outlines some aof the methodologies and actipns [reguired for
lementation of organizational reforms. It should be read in conjunction
s 7.1 and 7.2 on human resoyrce development, which provid :ﬁportant

wn

as well. The discussion is at a|general level, i.e., applicable equally to both

iong Department and Irrigation Management Division. It will be|important to

11'] m both these agencies together frequently and fully involve them in the

hange. : SRR

first section of this paper has al phasized thé complex relationghips between

ipngl-level change anc}) individualslevel change. To be sustainable and effective,

t be carried out at both levels gimultanepusly. Intrpducing a new

ipnal structire without attention o the individual human dimensipn;will not
coessful change in overall perfarmance. Training individuals wi h% also

e|organizational context withiniwhich they work is ¢qually futile. The

ctions have emphasized organizational change; this section emphasizes the

ortant changes within individuals. :

icity. Four methodologies are also briefly identified: training; workshops;

ig section four key principles afe discussed: leadership; pé,r"_cip tipm; values; -
e incentives and accountability;| and professional assistance.

ley Principles | L P

Jership. Effective leadership ik absolutély essential for im

: ¢ plementing a
spccessful|organizational chan%e programnte: The organizational change ﬁ;temature is
very clear|on this: successful efforts always| have had good leadership; bgence of
goodileadership is always a key factor behind failures. -In the 1D and IMD, leadership

ouldl primarily be provided by senior management in the initial stages, byt as time goes
on, leaders will develop within smaller units of the agencies as well.

- Leadership involves articulating the| mission, objectives, principles, yalyes, and
ision" of the future, and how each individual can contribute t0 achieving this vision. It

1,
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invplv| .>ett1ng n example, being congistent in applymg the basi iples, and in a
sense. "ereating” the new organizational values jand culture. A-Thls an e dope 1most
ffectively when a leader acts as a "m, itor' er) 3 "caach (agin a sporty: tgapn); rather.

- thap an grder-giver. Thus the leaders ip must. }sclf by fully: comur tted to the mission
and obj <'twes, a{nd effectwely commugticate : il commltm L

1t to the rest f‘the
orgam tlon bbb e

g :;;t

S
| --'
| L !

{ s . |THis v1cw of leadershlp de emp- a51 ‘ use of fo'iﬁnél aut o'.' y § achleve the
-expected results. It goes beyond simp 1ss 1rect1ves 3 -and) takt actuon
_aganst.people w o 0 not implement : individusl

:Jral" ilities in this regard, a
leadership quaht es through training,

articipation, When managers try to' irm ose changds thro h anthoritarian
particularly in weli-established ﬁ za|t1 ns, the result ofi 1' A greéater degnee

—t
on
Pt
—
=

0 ¢ to the changes. In the modern | waorld, and in the specific dontext of Sri

La.rf( an institutions, an authoritarian n -pa m atory appr achl? ynlikely to isucceed.
.Further, since the new mission calls foi agen staff to implement ic|
|1 inkAiag E.lnrt poligy with farmers it fol ‘ws t
_:1thie tmple ¢ntm nstltumons .

art1c1pat10 ' shodldi e [practiced within
i - (IR RN I N

Th is it will be i lmportant for sett or mmna emcnt to msuré \tl"‘ei at tld pamczpatlon
of the agency staff, at all levels, in the effort tobring about | organizational|chan s
Athority should be decentralized as m

| mesponsibilities. - Changes i1, job descriptions and procedures, development of p! ans smd

| performance evalpation criteria, and implementation of the programmeishould be
through teams, small problem-solvmg grpups.: Special effortsi will be reduited 1g- -
) ¢ [he current hierarchical nature of rel onships amon liv Is and the

ch a}p@ sible commensurate with| peop

overco

"}mibunds standingg and: suspicions betwaen peadple of differe 1 discip
mm coprage mmhnve and leadership q alm io:emeirge a

‘ o O I S - | . ‘:4, A

alues, Recent literature on orgi niza‘tiﬂn change hap:e h sid tlile
d of "organizational culture’”,

im asic values, beliefs, unde) -smarrdmgs,
zﬁ is s ared by members of the organis atlori‘
| a

in terms of which th Y

{81ve mepning to what they do. The ID gnd' as on-going organigatibng , Presently
ﬁaﬁve se of shared) values within each 01 thon that. con ribute |t th pir %e,sprit-'c}e
oz provide a basis in tepms of w lCh ¢ople understand, intery 4 -retain’ their
- |¢ommitment to what they do. But the values required for i lementatign pffa -
axfiti¢ip 'y manggement poh ‘are not|necessarily those thalt are ap

n-oriented agency. hat is re

quired js|a "new pr
enhances the normal profes$

onal\ al jes-of van’ ]

evelq) - and-incul ated indlude: 4 value on-
ork,ub Enness to: new ideas an,arjentation -
sS; 2 8tiopg orientatit VI

zations; a 1P fo ormance, i.e., output} onentm on; and ¢ itment 4o/
j@ 'fes o ‘f agenmcs, ie., t01 ‘leméntm ion ;of the‘ articipator) |

,y ecis mn~maknng and team.
erimentation and innovativeng
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Specificity. This refers to the importance of moving fram general grirciples, -
vilues and goals, to specifying tasks, objectives, expectations from people, triteria for
evaluation, etc. Pec;ple must know exactly what is expected of' them, what|they are to dd,
and how they will be judged and rewarded| A key ¢component of success will be the
development of detailed job descriptions, detailed plans, and detailed performance -
eyaluation crjteria. This specificity should |be achieved through a participatory group
procéss, npt imposed from above. In othet words, staff should be involve i\? developing
their own positton descriptions, in an intergctive team process, that will'lead to a level ogF
specificity|that is a basis for action, and that will result in a thorough undersianding of -
and gomumi -r%ent to what the person is to do, what other members of the team: are doing,
apd How it all fits together into a progra : : '

e.

ethodoldgiés
|

: 'Dhe Four

ining. IMPSA SWP 7.1 discussés; trainimg in some detail, and should be
Training should become an important activity at all levels of thei - _

; training units and (Frofessio 1al training specialists will be needéd.. As part]
ization process, a detailed training needs assessment should be icarried out)

brogrammes designed to fulfil] these needs. A long term trainin

ied both to the agencies’ misgion and the long term career d vef ment
n staff should be planned and initiated. The kinds of skills required for

implementing a participatory management olicg go beyond the usual technical skills
(though these are important), and include $pecific skills in management, lepdewship, and -

human relations. Role playing would be aiparticularly effective training

helping peaple understand their new roles:l - .. .~ S

S

organizati
of the reo

o= U -
.

thodology in.

hops. Formal training implies a notien of transferring new knowledge and
skills to help [people do their jobs better. In one sense workshops can be ysed-to fulfill
this fgnction.| But workshops provide an opportunity to go beyond simply regeiving"
knowledge, and actively participating in the generation and shaping of new|ideas, and
thereby ensuring a sharing of new ideas and the creation of a team spirit. |

: o g e

Fr nt wor}csho s of small groupg around specific toplics or p

t0 build peoples’ understanding and mnutual respect, and ta build cons¢nsus. They
can be used to develop and validate specific job descriptions, performance cr?:tjeria, work
plans, etc.| Through various methods of group work:led by professionals, workshops are -
an effective means of overcoming divisions|and misunderstandings. - ’ '

Performance incentives and accountability, Throughout this pap
importance of planning and performance monitoring and evaluation have heen
emphasized. (It is recommended that the agencies think in terms of longer|term plans,
say fiye years, and annual plans keyed to tlie longer term plans. These|shquld state
specific gaals| and obfiectives, resources avalable, and specify who will be responsible for
what.: T% se plans should be developed through a participatory process, not i

from abov R/Ianagementwould then ‘monitor performance, and intervene where
problems grise. This is no more than what is called Management by Objeqtivies, MBO.
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But to be successful, incentives for achief ing a high; level of petfo mance, and
icgountability fgr one’s performance are also pecess ies and benefits. ought) 1o
be commiensurate with responsibilities|and sh ce, but increaging

les 15 difficylt to achieve in the sh urcesy Butitis possible,
0d leade $hip, to develop some Lwipuld be:y o

i3te within a public service o1
lgvels. of performance by establis

ment in. their wark.;” Encourdgeme; lendly gompetition miong wnits of

zation ¢ould be ,vgrysé;ffectiv;, tila 1
ibe used as incentives flor hi h|

and shared values through a participatd

ce of their work, another impyg

Accountability is a part of an e'ectivg. efformance onitor
¢, in which people are held th be regp nsible for|their W

nE and evaluation

Al assistance. A large| body of | xpertise has now Hee developed in

-method standing and assisting lorganizational chan e. Many of the concepts and
methods are applicable to irrigation maj agement organizations, and to vatipus cultural
Settings including Sri Lanka. It is su gested that|given the ambitious ndtute of the
‘changes mtempjated, and the complexity o planning and implementing such a

-P"D ramme effectively, the agencies should obtain outside rofessional assistance.
Q-Clluisi " does not necessarily mean “expatriate!: much of t ¢ requined expertise mag be
avgilable in the ¢ ntry. Some expatriate assistance may b required egperially in the
‘edrly stages, but ﬁElfs should be aimed at buil ing| Sri Lankan expertise that would be
avhilable for the long term. Three basi¢ kin $ of skills are suggested.

was noted in the introduction that thle 1 ick of reses rch on the internal

management processes of the ID and IMD is & serious weakness in propo inig change..
Objéctive ohservation and analysis through varigys social scignce methoto ogies, many of
them developed for assisting organizational change processes are availajle|and should be
used as|a source of insights and data to

manito

be used for planning, impleme ing, and
the results of change. ; :

zcond type of expertise may b called "management consultants” people who
alized in mssisting agencies to apalyze th‘eEr management problems, and plan and

changes. Even seemingly "simple” tasks such as teparing job d seriptions, or
ommurication systems, can bg done mpre effecti aly if the process is assisted
y spiecialists.

ird type of expertise is trainifig methods and workshop fa ilitation. There are
a large number of specialized techniques{ useful for improvin the technigues of training,
am%u arly making training programmes| more effective for adults, and fbr assisting
edple to surface, pnalyze, understand, ‘ come hidde assumptions, tensions,
eas, ete that inhibit a’ change process. These types of expertise s lopld be jused to assist
in implementing the long term change process prgposed in this paper.

£
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Conclusion || |

- Suckess re(iuiﬁes bringing about cha .ges at a multiplicity of levels: poligy, head
office, range and district, irrigation scheme, field, and individual, It is con(ﬁﬁ’gx process;
that niust onsidered as a long-term programme. The transformation and | !
reprigntatipn of the irrigation management [agencies is part of the "package! of changes

hieve the long term participatory management policy vision. [Inyesting in

required t
o .aﬁzati
creating s
Has

aj develapment and human respurce development may be considgred as
ial capital" which is a pre-requisite ﬁmﬁmg-term sustainable success. This
pdper: tlined an approach to achieving this. Much more needs to be dohe¢ to work:

out the implementation.
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- " Appendix 1
List of Consultative Pang! Members

Irrigation Department

Mr K Yoganathan, Director

Mr D W R M Weerakoon, Senior Deputy Director
Mr S Senthinathan, Deputy Director

Mr K W Perera, Deputy Director

Irrigation Management Division

Mr D M Ariyaratne, Director
Mr A Gunasekera, Deputy Director

Others

Mr T H Karunatillake, Coordinator, Instisstfional Strengthening Project
Mr Joe Alwis, Secretary to Project Minister for Coconut Industries
Mr I K Weerawardena, Consultant

IMPSA/SLFQ
Mr Nihal Fernando, IMPSA Secretariat’

Mr N G R de Silva, Direct.r. IMPSA Secretariat
Mr D Merrey, Head SLFO/iiMI |

Qbservers

MrMH S Dayaratne, IIMI Research Associate
Mr K Hemakeerthi, IIMI Research Officer



