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SOME SECULAR
THOUGHTS ON IRRIGATION
REHABILITATION AND

SYSTEM MANAGEMENT

Arlyaratne-

01. Introduction: The “Beneficlary —
Alienation” in Irrigation

1.1 The twin-processes of rehabilita-
tion and system management gained
emphasis in relation to irrigation man-
agement only very recently in the Sri
Lankan irrigation situation. They had
their genesis inthe Irrigation Programme
Review thatcommencedduring the mid-
sixties in Sri Lanka. This Review em-
phasized a shift from major irrigation
works to medium-scale and village
irrigation works from new construction
to rehabilitation of existing works and
from mono-cropping of paddy to a divér-
sified form of agriculture. Implied in
these recommendations was the under-
lying need to manage the irrigation
schemes more efficiently, economically,
productively and moreover on a “sus-
tainable basis".

1.2 Such a sustainable pattern of irri-
gation- system management was in
vogue in ancient Sri Lanka and a wide
range of customs and practices (“sirith")
was built into this system which were
observed by the community through
collective acceptance. The ancient Sri
Lankan irrigation restoration/rehabilita-
tion planners considered irrigation not
as an end in itself but as an infrastruc-
ture to build cohesive and closely-knit
social communities (Gambendima) (1).
The Colonial Administration of the Brit-
ish originally failed to realize the man-
agement value of this system and abol-
ished it with Colebrook—-Comeron Re-
forms in 1832 but re-introduced it in
1856 with the Irrigation Ordinance No, 9
incorporating all the customs and prac-
tices (“sirith”) ina codifiedmanner making

them laws, rules and regulations. These
laws, rules and regulations were to apply
to all irrigation systems, minor, medium
and major.

1.3 Table | gives a classification of

irrigation schemes with their respective -

sizes and features.

From the early decades of the present
century the interest in the restoration

and construction of major works and the'
complex and the sophisticated technol-
ogy utilized in this task created a ten-
dency for the technocrats to assume
that the management of these “mas-
sive" schemes were beyond the capac-
ity and comprehension of the "small
farmers”. As a result technocracy took
over the responsibijlity of system man-
agement of these massive schemes as
a direct function of the state. Thus over
a period of five to six decades it is
observed that whilst the best features of
the traditional customs, laws and prac-
tices were retained in the planning, res-
toration, maintenance and management
of minor irrigation works, there were
major departures in policy, consiciously
or otherwise, when it came to the plan-
ning and management of major irriga-
tion works. Here it may be possible to
classify some of the medium works with
the former as they did retain the tradi-
tional character depending on the extent
to which the local community was asso-
ciated with the system.

1.4 There were many factors which led

Table 1: Classification of Irrigation Works

Type Size Features

Construction Agency

Minor Village Imiagetion Works
up 10 200 Acres

by farmers
fand.

cutltivation.

Medium 200-500/1000 -

with FCC.

Major S00/1000 Acres to about
25,000 Acres

Major (River Basin Schemes)

central point.

{rrigation by a single canal and
served from field with no FCC
-~ Managed by DAS and mairtained Sometimes masonry works and sluices

- Predominanily praveni or private

~  Designed for | season-maha

~  Crop invariably rice-for subsistence.
Has a distribution system

~ Managed and maintained by ID.

- A mix of private and LDO Land

- Designed for a Maha and pant
Yala cultivation crop. mainly rice.

A complete distribution sysiem

with Branch Distributory and

Field Channels,

~ Predominately LDO plus a

- Limited extent of private land.

-~ Fairly uniform holdings designed
for a Maha and a substantial Yala

~ Rice plus other

~  Non-farm activities important

Managed and maintained by iD.

Similar to above but most
managemaent decisions and
alidcations decided from a

Totally consiructed by proprietors

suppiied {ree of charge by government.

Totally constructed by proprietors;

Sometimes masonry works sluice and
channel system supplied free of charge]
by government,

Somtimes totally by Government.

Totally constructed by Government
frrigation rate levied for cost recovery

Source:

(1) Imigation Management Division, Ministry of Lands, lrrigation and Mahawaell Development.

(2) Imigation Ordinance No. 32 of 1946 classfies the imigation schemes into minor and major schemes.
Minor works are those constructed by proportions without govemment and or with the aid of masonty
works and shices free of charge by govemment. These are locally maintained by propriators. The
The construction operation and maintenance of all major schemas is the total responsibiiity of the government
and proprietors are required to pay rates, and they have to maintain their fisld channels.
(3) The Agraran Services Act defines an irrigation work commanding les than 200 acres as a minor scheme.
{4) The Irrigation Ordinance No. 1 of 1951 defines a major imigation work as “an Ingation work constructed
and maintained by or under the authority of the Directar of Irvigation with monies pravided by Partiament”.
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'to these depantures. First the village
systems were planned and developed
for the local community invariably in
consultation with them at: village level
and at the level of the District Agricul-
tural Committee (Irrigation Ordinance).
Second the larger systems particularly
those related to settlements. (whether
restoration or new construction) were
planned frum the centre and for a set of
people who due to logistical reasons
could not be involved in the planning or
development. (2) In addition to resources
for O-& M ef the large schemes were
grossly inadequate and there was no
effective institutional arrangement for
resource mobilization either.

1.5 The struature of the system itself-
the size, procedure for the selection of
beneficiaries and their background,
physical planning and the settiement
patterns angd the welfare objectives of

Table 2 - Recent Experiments on Irrigation Management

government combined to make any kind
of beneficiary involvement in the major
schemes difficult. While the farmers were
not associated with the planning proc-
ess and were unacquainted with the
operation of the system their participa-
tion in maintenance and management
was minimal.

1.6 Physical factors such as the design
of the system, allowingindividual outlets
over amassive and complex distribution
system, large number of small farmers
invoived and the remoteness of the main
system and the reservoir from the bene-
ficiaries tended to create a situation of
beneficiary alienation from management.
Institutional factors such as “social wel-
fare policy” of government which ac-
cepted responsibility for O & M; the
heterogeneous nature of the settler-
population which made community ac-
tion difficult, the inadequacy of the Kanna

meeting mechanism to meet the neads
of alarge system and the insensitivity of
the irrigation bureaucracy to the need -
for beneficiary-involvement aggravated
this alienation process. All these factors
contributed towards a weakening man-
agment system of these schemes lead-
ing to gradual deterioration and decay of
most of the schemes by mid sixties.

02. The Iirrigation Programme
Review and Experimentation

2.1 The IPR beginning from mid sixties
highlightedthe weaknesses ofthe above
situation in the major irrigation schemes
and emphasized the need for improved
management and rehabilitation of these
schemes towards enhancing their pro-
duction and productivity levels.

2.2 The spurt of thinking and experi-
mentation beginning with “Special Proj-

Name of Programme Implementing Agency Location Date Positive Lessons Weaknesses
. Special P Ministry of Twenty Three ~ 1967-1970 Increased Yields; introduced Lack of u!squate mechanism
toS robats Ag":iwrzure with uba:d major OFC; Better communication for institutional
) District Admi. Imigation among with services; ::wmm:;‘nZMmm
stenvProjecyProgramme ne S;
schames ?ws ie machanism for better
management of the resource
base; centraiization of at
decision-making in the Project
Managers.
il li Development Mahawefi H. 1971-1978 Attempt to invoive Accelerslive
2 rahmm;l’eaﬂbﬂny mMahawe pme Area — Stage Il beneficeries; system resulling In undermining
of Project |, management considered the positive aspects.
of Phase | important in physical planning Bureaucralization,
systenvproject/programme Pamplering of setlers,
approach. No leaving-process-crash approach.
Promotion of coliective effort concept
of a specific settiement; increase
production and productiveity.
il Inthe
3. GaiOyaleft Bank Ministry of Lands & Left Bank of 1979-1985 Baneficiary involvement at akt inability to retain
Rehabliitation and Land Development, Gal Oya siages catalyst system. catalyst. Mn:nm:s 11
Water Management irrigation Approwhu system of farmer the scheme; mlinbn b::
Project Department, ARTI, omanlsauon Involvament of responsibilty;
Comell University farmers in operation and continuous support.
maintenance,
Physical kmigation, Assisted seti-relance
4. Water'miahagement Mi of Lands & Twenty five 1982-1964 Project Management Systems. inadequate administrative
Prognmr::c Lnnts‘govolwnem selected major Benificary involvement; farmer authority for co-ovdwbn.
irvigation osganisation dovelopment. confinsment to water use;
' schemes participation imigation tarmer organisation.
water management Coordination
among services.
5. Programme for Ministry of Land & ‘Thinty five 1984 onwards  Project Management
Inmfmed Management Land Dévelopment, major Beneficary involvement; farmer Lack of lagal g
of Agricutura! Inigation Management Irrigation organisation; Assisted for the system; o
Settlement Scheme Division schemes sell-rekance; leaving M resources for some
38; 5 ]
(INMAS) process; catalysts schemaes; slow-moving
6. Policy on Participatory ~ Ministry of ARl Major 1989
Management Lands; irigation & onwards
MI Development Schemes

Source - migation Management Division of the Ministry of Lands, Iigation and Mahawell Development.
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Fig1

IRRIGATION MANAGEMENT CYCLE OR CONTINUUM

BENEFICIARY '

Sustainabllity & Productivity

ci.” in the sixties; Farmer Committees
imea. ‘participatory/self management
f Mahaweli Settlements planned in the
avaenties; the creation of the TCEQ and
e land betterment tax in the early
eventies; the Gal Oya experiment
earching fornew-management mecha-
isms using catalysts, farmer organisa-
ons and farmer-officer linkages in the
te seventies; the co-ordinated water
anagement, agricultural production
nd farmer organisation through a proj-

ighties, the consolidation of these
periences in the current INMAS
rogramme from 1984 and the policy-
ckage on participatory management
the late eighties are salisntland marks
the search for an acceptable and
staina’ © managment system for the
ajor irrigation-schemes. (Table 2).

.3 While the search for an appropriate
stem-managementstrategy continued
d ultimately came to stay with INMAS
d the policy-package on participatory

System —Creation . -
Rehabilitation

AGENCIES

IRRIGATION

System Management
and Organisation

management system in the early

PARTICIPATION
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- management the government was
rapidly increasing its welfare conces-
sion totheirrigation sector. The Acceler-
ated Mahaweli Programme appears to
have influenced this policy obviously for
the government to keep to its “political
egalitarianism®. Therefore the govern-
ment intervened in the management of
irrigation schemes of all sizes with addi-
tional doses of O & M allocations thus
stifling the attempt to device a mecha-
nism of resource mobilization of O & M
with beneficiary - involvement. Thispolicy
got so extended that when farmers
failed to contribute their share in mainte-
nance the state stepped into undertake
full restoration or major,rehabiilta-
tion ofthe entire systems including even
the village works, where conditions were
more conducive to beneficiary - involve-
ment. With aid and assistance from donor
- agencies several programmes of re-
habilitation/ modernization covering mi-
nor, medium and major schemes were
undertaken from 1977 onwards by dif-
Jferent governmgnt agencies as local

|
counterparts to the donor-effort. (Table
3. -

' 03. The Inter-Dependent Nature of

Rehabllitation and System —-Manage-
ment; The Twin Processes.

3.1 ltis obvious that tha need for reha-
bilitation / modernization was the decay
and deterioration of the systems due to
lack of adequate resources for regular
maintenance over & lorg period. This
may be due to the technical - engineer-
ing / construction - design defects, or
lack of adequate budgetary allocations
for O & M " or the weakness of the
managerent - organisations or a.com-
bination of any or more of these factors.
if the design is inappropriate given the
objectives of the system orthe construc-
tion quality is low then the life “ of the-
systembecomes stressed. If budgetary
allocations are insufficient or if there is
no effective mechanism of resource

-mobilizétionto cater toproper andtimely

maintenance of the system such that
essentlal repairs are differed or partially
done then it will be difficult to sustain the
system at the level required for effective
operation. All this contributes to a grad-
ual deterioration and the ultimate decay
of the system needing camplete restora-
tion or rehabilitation (system-creation or
re-creahon)

3.2 ln.view of the above realities the
foremost objective of any rehabilitation /
modernization programme is the need
to recognize this reality and gear the
programme towards remedying the draw
backs of this situation. Far this it is very
important to realize that rehabilitation /
modernization and system-management
including O & M are, in fact the twin-
processes of one single “continuum® or
“cycle” in any irrigation management:
strategy. The two processes affect each
otherina causal-effectcyclical relation-
ship highlighting the need for a great
deal of close interaction between the
main protagonists of the itrigation drama
the system—~creators (irigation bureauc-
racy) and the system utilizers. (benaﬁcl-
aries) Fig 1.

- . 3.3 In view of this it is important to

exploit the rehabillitation / moderniza-
tion opportunity to implement an effec-
tive management-systemin ‘adc_!ltion to

_—

|
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purely physical changes. Improvements
and changes to physical structures could
be designed with considerations of re-
duction of-costs on O & M. At the pre-
rehabilitation, during-rehabilitation as
well as the post-rehabilitation stages
irrigation systems have both a physical
apparatus and a set of social (institu-
tional) arrangements for using or utiliz-
ing that apparatus. If full benefit is to be
obtained from the heavy investment in
the physical system the sacial arrange-
ments for managing the scheme must
be effective.

04. Rehabilitation, System-manage-
ment and Sustainability

4.1 The svaluation .of rehabilitation
projects is fraught with numerous diffi-
culties and requires a long time-frame. It
is of course obvious that the criteria by
which they have to be evaluated depend
on many factors specific to the system
and to the country. Generally the objec-
tives of a rehabilitation project should
include the optimising of productivity,
profitability and equity because the very
process of rehabilitation is undertaken
as productivity and profitability levels

are very low and equity in water distribu-
tion cannot be ensured as the canals
and structures do not operate at the
required levels. It is true that after reha-
bilitation the productivity and profitability
levels may go up and a fair degree of
equity too canbe ensured; but this may
be only for two or three seasons or two
orthree years-shoni-lived. Therefore the
mestimportant criterion of the efficiency
of a rehabilitation effort should be its
“sustainability” over a considerable pe-
riod of time. “Sustainability” in turn is
dependent on the management - or-
ganisation for operation and mainte-

Table 3 — Restoration/Rehabilitation Etforts since Mid-Sixties

Name of the Project Impilementing Agency Funding Location Dates Strategies
Agency
(1) Tank (migation Inigation Department World Bank Padaviya 1977 to (i) Increase agriculural productivity through
Modemization Department of (IDA) Gowt. Mahakandarava 1983 intenstfication of land use and Increase
Project Agriculture of U. K. Mahawilachchiya crop yields by adopting better
(TIMP) Pavtkulam water-management and agricultural Innovations
Tavunikulam @) Equitable water-distribution
(2) Village Infgation Dept, of Agrarian World Bank 1200Avillage 1981 to ()  Physical rehabifilation of deteriorated minor
Rehabititation Services and (DA) tanksin 14 1989 schemas 10 increass agricultural production and
Project Iigation Department distdicts farm-incomes
(VIRP) ()  Systematic water Management 1o ensure efficient
utilisation of stored water.
(i) The Strengthening of major implementing agencles
of government particularty the dept. of Agrarian Services.
(3) Major Imigation imgation Management  World Bank Kantale ()  The rehabilitation of the sysfems for optimum
Rehabiltation Division of KLIMD, (IDA), Korawewa 1985 utilization of avallable water.
Project Iigation Dept. (CIDA) & tranamadu to )  The introduction of and support for, water
(MIRP) Dpat of (SDC) Giant's Tank 1990 management programmes and the complementory
Agriculture, Land Rajangana programming of agricultural activities and inputs
Commissioner's Dept. Kachcheduwa (i)  Suppert for the main govemment agencles invoived
Dept. of Agrarian Huruluwewa In physical rehabilitation, operation and
Services maintenance and imigation management.
(iv) Farmer Organisations and farmer-|
in Schame management . (This Is as a means of achiving
above)
(4) Gal Oya left Bank USAID Gal Oya left Bank (i)  Rehabilitation of the physical systems
Rehablitation Irrigation Dept. 1973 (i) On-farm management improvement
and Water (ARTI), Comell University) fo (i)  Assist in the establshment of farmer
Management 1985 organisations in the construction, operation and
Project (GOLB) maintenance of the system.
{(iv) Improvement of the Central support provided by the
trrigation Department,
(v) Develop. procedures and techniques to be replicaled
throughout Sd Lanka.
(5) Walawe Inrigation Aslan Dev. Walawe Special Physical Rehabiiitation
Rehabiiitation ‘Mahawell Economic Bank Area 1985 Other Objectives not expiicit.
and Improve! Agency to
Project. (VIIP) 1989
{6) Imigation Systems Parakrama Samudara (i) Physical Rehabliitation (with cost effective
_ Management Projec! imgation Management  USAID Girltale 1986 considerationat)
Division of Ministry of Minnerlya to @) Farmer Organisation Development
Lands, inigation & Kaudulla 1991 (i) Improvement of Operation & Mainténance
Mahawek Development GalOya LB. (iv) Financial Management
and limigation Depanment GalOyaR. B, {v) Monitoring, Evakation and Feed-Back
Dept. of Agricutture Less imtensive (v) Training Capacity Enhancement
studies in seloctad other
systems-(Ridi Bendi Ela)
*(7) The Small Tank NFFHC Neglacted and i) Improvement of the quality of kfe
Rehabliitation National Freedom From abandoned village 1979 (i) Restoration of the village tank and revival of the
Project (NFFHC) Hunger Capaign Ministry Tarnks in the Dry onwards village community
of Agriculture Zone. (it}  Assisted seif-reflance
{iv) Benlificlary - participation.

Source - inrigation Management Division of the Ministry of Lands. Irrigation and Mahaweli Development

* This Is not included in the comparative Analysis referred to in Para 7.13
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nance of the system as a integrated on-
going-or contmuous process.

4.2 "Sustamablhty is Ilnked to the life-
span of a project. The lite-span of irriga-
fion projects considered as economic
‘enterprises is usually calculated only in.
terms of economic considerations which
are intimately connected to a relative
depreciation of investments made -for
the project. Buttheirrigation schemesin
Sri Lanka (and perhaps all over the
world) are both social and political sys-
tems and the social and political bear-
ings of these systems extend far beyond
what the economic considerations can
project. In this regard the life-span of
irrigation systems has to be linked to
ways and means (the social arrange-
ments) of tendering them to exact a
“sustainable” productivity, profitability
and equity. The prevention and the ar-
‘resting of decay and deterioration cer-
tainly resuits in better yields and many
doses of investments on ad-hoc recon-
struction, structural improvements and
cyclical rehabilitation. There is not much
ofa purpose in restoring or rehabilitating
a system if the results of restoration /
rehabilitation cannot be sustained on a
long-term basis.

4.3 What are the factors that bring’

aboutor equip anirrigation rehabilitation
programme with sustainability. In terms
of specific reference to Sri Lanka's’ irri-

gation systems three possible ‘factors
‘can be identified as contributing to-

wards sustainability.

\
(i) An effective harmonization of the
objectives of system- creation (physical
arrangements for management);
(i) An effective mechanism qf mobi-

eration and maintenance;

organisation.
4.4 ltwould be seen that these factors
minant of the first and the second. With-

hut an effective system - management
brganization (with beneficiary - partici-

apparatus) with the methodologies and -
procedures of system - utilization (social

lization of adequate resources for op- -

(iii) An effective system management' :

re mutually inter-dependent. The third -
ctor for example is the principal deter-

pation)itis extremely difficult o mobilize
adequate resources forzO & M and also
nearly impossible to invdive system-util-
izers in the physical planning process of
the scheme. On the other hand, -an ef-
fecitve harmonization of the objectives
of system-creation with the. methodolo-

gies and procedures of system-utiliza- -

tion helpsin the mobilization ofresources
for O & M including beneficiary-coritri-
butions and also enhance and encour-
ages the building of an effective system-
management organization. These re-
quirements therefore become mutually
supportive/complementary/ supplemen-
tary to each other in a cyclical fashion as
indicated in Fig 1.

- 05. The Need for an Effective Har-

monization (Synthesis) between Sys-
tem Creation and System Utilization.

5.1 The process of restoration/ reha-
bilitation as it has been practiced during
the last three decades in Asia and par-
ticularly in Sri Lanka since independ-

ence covers abroad spectrum of activi-

ties such as programmes to restore
systems to their original design-state, to
expand systems to irrigate additional
areas and modernization of systems to
achieve certain fundamental objectives

not thought of at the time of construction -

or “system creation”. It is implied in this
definition that certain fundamental ob-
jectives were not considered at the time
of construction - “system-creation”.
These “ommitted/missed/forgotten” ob-
jectives became the key debating points
in the Social Sciences which attempted
to evaluate the restoration / rehabilita-
tion exercises as well as other irrigation
management strategies undertaken from
mid-sixties in Sri Lanka. (Table 2 & 3)

These debates have revealed that the '

“omitted / missed/ forgotten” objectives
relate mostly to management aspects of
the major Irrigation Schemes:

5.2 After the ancient irrigation man-
-agement system broke down with the

British Administration it was with the
Mahaweli that proper mahagement

became an important guide in irrigation .

system-design. (3) The major irrigation
schemes constructed or restored be-
fore the 1970s were invariably designed
foraMaha Season cultivation only with
channels designed for a continuous flow

which posed no problem during the wet'
season. But extracting a Yala Season
cultivation (productivity and profitabil-
ity) even from a fraction of the -rrigable:
commandwas therefore adifficult propo-
sition which was aggravated, by the
absence. of any. social institutional
mechanismsfor collective actioninthese
schemes. It was only in,the Mahaweli
and the projects that followed that two -
season cultivation was conseciously
planned, canals designed specifically
for rotational water digtribution. In the
GOLB rehabilitation programme there
was aconscious attempttoinvolve bene-
ficiaries in decision-making on designs
and construction during physical reha-
bilitation-and continuing during the op-
eration and maintenance of the system
(4)

5.3 Inthe small Wew-Sabha Schemes
of the NFFHC community participation
atall stages of the rehabilitation process
is reportedly very high. In fact this strat-
egy is entirely similar to the systemmen--
tioned by H. W. Cordrington (5). The
initative in the identification of an aban-
doned or breached tank for rehabilita-
tion or an existing tank for improvement
comes from the interested village com-
munity. The NFFHC helps with guid-

- ance, technical investigation and infor-.

mation. The Wew Sabha had its own
maintenance fund. The NFFHC also
contributed supplemented funds. Yo
overcome the possibility of delay in -
construction and over-dependence on
the bureaucracy and to make technical
skills available within the community itself
the NFFHC selected educated unem-
ployed youth and arranéed for their
technical training. Even ceriain survey
instruments were modified and adopted
so that they could be used by the village -
youths, laying the ground work for focal- -
self-reliance arid project sustainability.(6) -

5.4 In the INMAS Projects (including

" MIRP& ISMP) successful attempts have

been made toinvolve system-utilizers in
the process of rehabilitation planning as

- well as construction activities. Though a
. hierachical structure of Farmer Organi-

sations and a system of Pfoject Man-
agement Committees consultation is
ensured atevery level on all aspects of
the projects. All construction, rehabilita-
tion |mprovements and’ maintenance

_~ . -Contd on page 52
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Contd from page 30

‘works are programmed and the pnonty ;

fixed in consultation with the Project

Management Committee andthe Farmer

Organisations. The Farmer Orgamza-

tions are made aware of the physical.
work that is proposed to be done and .
also of all the financial allocations which
the scheme would be getting. from all - .
sources of funding. (7) All these works -

are entrusted to the Farmer Organisa-

tion subject to the limitations laid down’
bythe Treasury. (8) The FarmerOrgani-

sations are actively encouraged to take
part in the selection process, fixing up
priorities and the rehabilitation work so

thatultimately the farmers would feelthe

ownership for the irrigation systems.

.5.5 Several attempts have been made
fo redesign structures and canals for

rotational ‘issue of water as well as to"

allow diversification. In most projects
the farmer organizations are able to
fhanage water economically, equitably:

and timely so that a third cultivation-

could be planned in between Maha and

Yala (ISMP Ridi Bendi Ela) thus empha- -

sizing the productivity and profitability
objectives of rehabilitation. In fact pro-

duction - planning and implementation’
hasreceived concerted attentioninthese, -

projects from 1989/90 Maha season on-
wards.

was a heavy bias towards construction

failure of irrigation Management. Two of

rehabilitation Padaviya and Mahakanha-
darawa were highly water - stressed
chemes and should not have been

(nownthatatleastinthese two schemes

Jurpose as there had been no proper,
ultivation . after. the programme The
ivil works under TIMP accounted for

eavy cost structural changes  intro-
uced by the TIMP led to major physical
roblems such as faulty location of farm
urn-outs, incorrect levels of some lined
rtiary and 'secondary channels “etc.
part from these defaults the changes
ere not acceptable to the beneficiaries

5.6 Inthe TIMP on the other hand there
and engineeéring aspects and the poor "
design ‘for farmer involvement resulted.
in.the bureaucratrzatron and eventual .

the schemes that were taken up for

ehabilitated without the tacit consent . .
nd agreement of the farmers. Itis now

he rehabilitation has served very little”

ibout 70% of the total cost. Despite this .

. becuasetthere was no mechamsm of

benefrcrary- rnvolvement Innovations.

~ proposed were not taken seriously by.
" the farmers. In short the heavy invest-
_ menton engineering aspects, the direct

infervention of the irrigation’ bureauc-

: racy right down, to the.field "turn-out:

level,. (which was not possible) inability

-to grasp farmer-circumstances and the'

absence of any mechanism to involve:
farmers all contiibuted to the Project.
havmg had little or no significant influ-
ence in'the long run development of the
settlers’ economy (9) Now it is widely
accepted that TIMP is. not a success
story .in rehabilitation’ and improving
major irrigation-system in the country.

S0y

5.6 In the VIRP (Moneragala) Pro;ect

- there was Irttle or no participation of the

benefrclanes either in desrgnmg or con-'
struction ofthe rehabilitation programme.

~ Infact what was left of farmer-manage-

ment soon evaporated once the state
sponsored rehabilitation work com-:
menced. Itis regrettable to note that the'
VIRP withits Agriculture Planning Team'
stified the ‘self-reliant: approaches
demonstrated by the respective village
communities in irrigation system-man-:
agement. Shyamala Abeyratne summa-.
rizes the "criminal assault” launched by’
the VIRP on the village irrigation sys-

- tems and signals a warning'of a possible

- dangerous rmpedlment in the operation

- and managemem of these schemes In
‘the future. (1 -,

, r
06. Resource Moblllzet]on for O&M

6.1 Irithe absence of a proper mecha-

_nism of harmonizing the objectives of :
.system. creation and the procedure of

system — utilization, it-would be nearly '
impossible to ensure a proper arrange-

- ment for operation and maintenance of
" any irfigation work. In the case of village :

.works, the beneficiaries undertook the :

.operation & maintenance of their works *

because they felt that the irrigation sys-
tem was theirs’ and not the agency's.

. But in regard to Major Irrigation Sche-

mes, in the area of operation & mainte- .
nance and water distribution, certain .
technical compulsions. make benefici-
ary - involvement _ extremely difficult. .

- ‘TheO&Mofheadworksc canbe handled
only by tramer.! professionals. TheO&M

of the main system’atieast upto the'dis-
tributory channels requires the services
of many, paid and regular, employeés.
Management of field channels and be-
low which has to be attended.to by the
farmers is possible ‘only if-the main sys-
temi.functions-at optimum lével. ThHe O &
M.of major schemes is therefore a very
costly affarr .
S T LB g’

6.2 The.hrstory-of irrigation administra-
tionin-Sri Lanka indicatés thatthe Gov-
ernment has been continuously’ con-
scious "of this fact. Nevertheless most
attempts of- Government, on resource-
mobilization have atleast partially, if not
totally failed due to various reasons. The
system of irrigation rates during the Co-
lonial Administration related to both.con:
struction and miaintenance - (Irrigation
Ordinance of 1935). itwas akind of cost-
sharing between the Government. and
the beneficiaries. Due to certain imple-
mentation difficulties this system gradu-
ally failed and became-a forgotten thing
by -early fifties. However it remained
valid in the irrigation law until the early
1970's -when the Irrigation 'rate. was
abolished and the “Land! Betterment' tax
was-decided upon, but this became.a
dead-letter..In.1984 ‘the Government
decided to collectan O & M fee inlipu-of
the services provided by the' Govermi-
ment'to the farmers'by way of irrigation
facilities: Although the collection”was
fairly” satisfactory during the first.year
(1985) itfell to very low levels durin'g the
following years -and -came.to® more or
less ‘a stand sml by 1988 (13) AR

6 3 Mos1 rehabrlrlatron and manage-
mentpicjects (Table2& 3) except GOLB:
and later INMAS do'not séent' to‘have -
considered- the importance’of thrs‘ as-
pect at all. ‘Thi§’ aspect seemns to have
been just-taken for granted and aIIowed
to be taken " care of by ltself. For' ex-
ample inthe VIRP, the O & M. furictions
were expected to becdme the responsi-
bility of the farmers with the- support of
the Department ' of Agrarian Servicés.
However, the ID was “responsible’ for
ensuring satisfactory functioning of the
headworks and structures rehabllitated:
under the project for a” period of two'
years. But the system did not work'as
Agriculturé Planhing Team (and Tank’
Committee) was used as’ the , basic
mechamsm forensuring post-rehablllta-
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tion system operation and maintenance.
The AR & Tl study has pointed out that
the farmers participated on a shrama-
dana basis in operation and mainte-
nance dnly under compulsory fiat. There
was no special commitment by farmers.
In the TIMP there was not even a sem-
blance of anattempt to ensure operation
and maintenance after rehabilitation.

6.4 In the NFFHC Wew-Sabha Sys-
tem, the Wew-Sabha members are
expected to repair and maintain the tank
and its irrigation system atall times. This,
is done by using funds from the “Wew
Maintenance Fund” orby using “shrama-
dana”. Every member mede a contribu-
fion to this fund. There are instances
where the Wew-Sabha has met at dead
of night to decide on the course of action
fo be taken to save the bund after heavy
flood. The same arrangements are found
in the INMAS Projects including GOLB,
MIRP & ISMP as well. The resource
mobilization for O & M under these proj-
ects take the form of;

(i) ‘Shramadana’ by the farmers on
their own:

(ii) “Shramadana’ with Technical Offi-
cers (on the job training of operation &
maintenance) and

(iii) Undertaking the operation and
maintenance of the distributory sys-
tems on payment of a nominal sum by
government. (Policy on Participatory
Management)

In addition many Farmer Organisa-
fions in these two projects have com-
menced building up their own funds
through either contributions from farmer
members or by collecting fines from
farmers in fieu of failure to attend to their
share of maintenance. Infact, the GOLB
providedthe basic guidelinesforalithese
arrangements.

07. The Importance of an Effective
System-Management Organisation

7.1 lrrigation management is the proc-
ess by which the performance of the
irrigated agricultural sector (or the agri-
cultural’ sector based on irrigation) is
enhanced on a sustainable - basis
through a system/programme/project

approdch for the development of
community, society and the country at
large. 1t must deal with physical. tech-
nical, agricultural, institutional, political
and soci-ecnonomic  considerations
simultaneously as an on-goingintegrated
process. The need for this to be an on-
going integrated process arises from
the very nature and characteristics of ir-
rigaiton as a utility infrastructrue in the
whole development effort.

7.2 In many cases it is noted that the
irrigation systems need rehabilitation
precisely as a result of management
weaknesses at the agency level, the
farmer-level or both. Therefore one of
the important objectives of system reha-
bilitation should be the consideration of
the capabilities and characteristics of
the management-agency implement-
ing the projects, the appropriate roles of
the system-creators and the system-
utilisers during and after rehabilitation
and the most desirable relationship
between them.

7'.3 What aré the fundamental prin-

ciples and organizational requirements

of an effective irrigation system man-
agement strategy? In view of the inter-
dependent nature and the muiti-faceted
character of irrigation these principles
and requirements can be identified as
follows:

Fundamental Principles:

(i) The inter-disciplinary / multi-discipli-
nary/ integrated approach;

(i) The co-ordinate effort;

(iii) The “Team Spirit";

(iv) The competence to generate and
generalize change (catalyst); social &

legal sanction for these changes;

(v) Flexibility, (location and community
specific organizational structures);

(vi) Provision for beneficiary - involve-
ment at all stages;

(vit) Effective mechanism for resource
mobilization;

. {vili) Combination of “top-down" and

irrIGATION

“Bottom-up” approaches;
{ix) ‘Assisted self-reliance;

(x) Tréining to develop professional
skills as well as managerial capacities.

Organisatinal Requirements:

(i) The establishment of adequate
governmental supportive servicestothe
farmer, his family, and his community;

(i) The establishment of adequate
mechanisms atthe local community level
through which farmers and their families
can clarify their needs, make theirwishes
and aspiratin known to government (irri-
gation) planners; mobilize local support
for agreedirrigation development/reha-
bilitation plans and objectives and par-
ticipate in the effort;

(ili) The establishment of effective link-
ages between the above two sectors.

7.4 When the large mass of water in
the Senanayake Samudra (galoya) has
to be split into a multitude of 3 -2 1/2
acre parcels, a number of intricate prob-
lems:— technical, engineering, eco-
nomic, social, administrative, political
etc. do arise and have to be addressed
as integral components of a single inter-
dependent package. This package con-
tains problems relating to hardware of
irrigation such as reservoirs, head-works,
canals, gates, regulators etc. as well as
problems concerning soft-ware of social
/institutional / organizational considera-
tions. Any attempt to ‘compartmental-
ize' or'departmentalize’ thisinter-twined
single package into isolated departmen-
tal responsibilities results not onlyin a
great deal of confusion and chaos but
also in inefficient use of resources very
often leading to waste .and very low
yields at vey high costs.

7.5 An inter-disciplinary or integrated-
approach on the part of all governmen
agencies is therefore absolutely essen
tial. The ‘Special Projects’ system mad
an attempt to look at these schemas a
projects, and brought about a bette
coordination in the. services. But it di
not.sustain due to the lack of an ade
quate institutional programme and th
non-involvement of farmers in the man

Contd on page gp

Ecuiivimlc Review - Feb./March 1991

..




Contd, from page.53

agement In, 197472 the Mahaweh
Feasibility Proposals suocessfully dealt
wlth the problem of coordlnatron wrth
the ,establrshement ofa Sub Area Team
oonsrstrng ogan Irngatron Oﬂ"tcer Agn-
cultural Qﬂloer anda Commumty Devel—

pment Officer workmg under the same

roof. (14) The GOLB .in 1979 estab

lished a Project Committee systemasa -

mechanism of coordination. This was
latér oopted in the Water Management
Programme and oonsolldated in the
INMAS as Pro;ect management Com-

mittees’ and sub-committees. In the.

NFFHC the Wew-Sabha system pro-
moted coordlnatlon of activities and
services at all levels. The APT and the
TC system in the VIRP and. TIMP, -be-
came a total failure in, this regard

7. 6 Itis now W|dely recogmzed that any
-irrigation system management mecha-
nism to be sustainable and effectlve
should tncorporate benefi iciary - particis
patron and involvement at evey stage

rehabllrtatron) to system-utli (produc-
tron) ‘The absence of such’ a mecha-
nism  adversely affected resource
mobilization for O & M of the schemes.
The _principle of ‘no taxation without
partlclpatlon seems to have been very

of Major Irrigation Schemes inSriLanka.
The primary reason for this is the failure
to involve the system- -utilisers in the
decision making process and to make
- them feel part of the system and aocept
the system as theirs’.. Car

7.7-1tis seen tha most of the rehabili-

stage have accepted. benefi iciary-par-

however isthatthere may be no effort to
promote anddevelopthis as apart of the

ing of line agencies of Government and
the establishment of.an effective linkage
between these two and more generally
“institutional building” is often added as
an after-thought after the rehabilitation

TIMP). Even, where this has been. rec-
ognized the responsrblliues to be en-
trusted to the Farmer Orgamsatlons are
defined narrowly such as to do field leve!

from system-création (construction or .

malntenance afterthe pro]ect i$ finished
or to confing’ ‘fo water management
(mltrally in the INMAS $chemes |ncIud
|ng MIRP & ISMP) e !

VRIS Wb e e L

7.8 s very Important thiat “institis-
tlonal buuldlng should be considered a as .
an mtegral component of the rehabltrta¢
should bé* conS|dered not in isoltior
(per-se) but should be viewed in.the
context of the: .management arrange-

ments to be implemented thraughout .
colomzatlon schemes as they do in the-:

the sy,stem The TIMP de5|gn forfarmer
mvolvement has,been rated’ véty poor .

'and thls resulted in the buréaucratiza-

tion ‘and eventual failure of irrigation
management. On the other hand in Gal-
Oya there was a conscious attemptto

-involved beneficiarigs right from the be-

ginning in the « dectston-makmg on-de- |
signs and construction during-physical
rehabilitation and continuing during.the
O & M of the system. In fact GOLB
offered a."learning process” approach
to building farmer organisations in major
irrigation schemes. “Institutional Build-
ing" and participation of beneficiaries

IRR-I’GXTI'ON_

 thiroagh fafmer organlsatlons is dffinte-

gral ‘gomponeént inthe INMAS ifcluding
MIRP & ISMP‘Pro;ects T Rhes
e A RS IR AR AR L
7.9 1tANas' hoted ‘earlief that dul to
certain historical,” t3chnicall, striictaral
and social reasons beneﬂcrary- mvolve*
-ment is ‘nearly.iipossible in the $itu=
ation of “Colonization’ Schemes’ in-Sri
Lanka? The inclination' and inducémerii
for collective effort, self-reliance and
social-interaction do not emerge auto-
matrcally in, the “social. structure of the

tradmonal vrllage commiunities. There-
* fore ‘ft-is necéssary to introducé some
form of arganizationial set-up with cata: .
lysing and inducemient from “outside.,
Such organizations should be loosely
structured multipurpose organisations. -
They should preferably be established
ona hydrologlcal basis; the members
must jointly. share and control a smgle
water source such as a field channel or
a dlstrlbutory ata hlgher Ievel The or-
ganrzatlon should be able fo attend foall
the aspects “of farming such as eco-
nomic aspects, productlon aspects as

TABLE 4- Comparatlve Analysls of six Rehabllltatlon Projects . ,‘

effective throughout the modem. history -

taiton projects.at least in their feaslbrhty e

ticipation in principle. The .contention” -

rehabilitation exercise. (‘Table 3j  The--
organisation of farmers, the restructur- -

effort has proceeded quite far (VIRP & -

. Mlnlmal BRI Instltutlon

Pma'cl"“nem'- . ..
) po L Pumdpatlon Participation ' ‘Bulkdng " |
1 Scorem0 -« Scordstl . . . W7 Scoree2” ¢
- l..' "L,.g l,;,.....
Project Objectives VIRP GOLB’ A T
"?m.']?.-' 7 VIMP CMIRP. e e e Lty
S e . WIIP ) .
Planning Progress.i v~ ¢ v * VIRP ISMP
, P,
' ' e TRe ,
:.-.'t' GOLB -
wiIP . T
-~ . " L
| Design Process .7 _TIMP VIRP . -MIRP: ..
* WIP (0.5) C o -GOL8
** | Constrction Process * ™ © WP TMP . Y. v ISMP
e e e . - MIRP,. . o .4
' ” . VIRP : ’
. . ~ -GOLB(1S) - ;
| organizing Farmers TIMP “UUMIRP Y
. e.mups"n : VIRP . 'GOLB N
' wip *ISMP.
| Bureaticrati WP " GO . ISMP
Rorientation T™P . o
: MIRP
-VIRP *
i
Cost Recovery '= - * ' VIRP TIMP
o v ' MIRP .
GOLB
. R © WilP S
_ISMP(15)

construction free of charge and to do

- Source- Farmer Organizations and Imrigation 9/stem Rehabilitation Projects in S Lanlm An Analytleal Framework

-D.J.M Intemational rigation Management Institute Peporpmpamdtorprmmﬂonattho Imigation
Do Vanay Aslan Regional symposium, at the Intemational imgation Mumememlwtm Digana

. Design for Management
* Viflage, St Lanka, 16-18 February, 1967.

Economic Review - Feb./March 1991

— ]




I 1 1 > 710N

well as community welfare aspects.
Most of the Farmer Organizations in the
INMAS projects are now developed on
this basis and have taken over distribu-
tory systems for O & M and extended
their scope of activities beyond water
managementto production planning and
implementation including provision of
inputs and facilites for marketing of farm
products, and even to socio-cultural
activities such as the establishment of
libraries and reading rooms, redemption
of mortgages, the establishment of
women and youth clubs etc. Similar
. programmes are undertaken in the
NFFHC projects as well.

7.10 The lack of an effective linkage
between the governmental organizations
and the beneficiaries or more correctly,
the differentiation between system-crea-
tion (construction) and system utiliza-
tion or management; between physical
planning and production planning cer-
tainly results in the gradual deterioration
and decay of the irrigation schemes.
This feads to an ever-lasting conflict
situation betweenirrigation bureaucracy
vs. peasantry; controllers vs. users and
system-creatorsvs. system utilisers. This
phenomenon has been disfiguring the
irrigation scene of Sri Lanka over a long
period since independence in 1948 up
until recent attempts at a fair reconcili-
ation between system-creation and sys-
tem utilization or managment which
culminated wnth the INMAS.

7.411In major irrigation schemes if both
farmer s and government officials are to
take part in the rehabilitation and sys-
tem-management activities itis manda-
tory that amicable relationships are
developed between the two groups
- whichare characterized by mutual-trust,
unerstanding and respect. Changes in

“attitudes cannot be achievedinisolation
from each other, but only through situ-
ations which permit mutually profitable
interaction. In this regards too it is only
an “outsider” (catalyst) who could play
ameaningful role. Inthe INMAS (includ-
ing GOLB, MIRP and ISMP) three cate-
gories of catalysts are being employed
for this purpose? the 100 Gowt. Officials
in the schemes and para-professionals.
selected from among the farmers and
trained to work on a voluntary basis. In
the INMAS Projects the system of farmer-
organisations originating from the grass-
roots level of the field channel and lead-
ing hierarchically through the D'chan-
nel Farmer Organisations to a Project
Management Committee is designed to
ensure both beneficiary — participation
and ajoint-effort by system creators and
system- utilisers. The policy on partici-
patory management provided additional
impetus to the INMAS from 1989 on-
wards.

7.12 This paper provides no space to
go in for a lengthy evaluation of the
INMAS Programmes. Nevertheless it is
importantto note thatit offers areflective

‘profile of a substantially feasible and vi-

able irrigation system-management
strategy. It also affords the opportunity
of re-discovering the past heritage of
irrigation management in Sri Lanka; the
system of participatory-management, a
system that can be adopted to all
'schemes irrespective of their size (mi-
nor, medium, major) with appropriate
modifications and structural adjustment.
In this regard it is psychologically, emo-
tionally and socially close to the Sri
Lanka heart and soul and therfore is
easily acceptable to Sri Lankan farmer.

7.13 Atthis stage itis useful to look at

List of Acronyms

1. Agrarian Research and Training Instilute
2. Gal Oya Lett Bark Project

5. Institutional Organiser

6. Imigation Programme Raview

7. Irrigation Systems Management Project

8. Major Irmigation Rehabilitation Project

9. National Freadom From Hunger Campaign
10. Operation and Maintenance

11. Tenttorial Civil Engineering Organisation
12. Tank Irrigation Modernization Project

13. Viflage Imigation Rehabiitation Project
14, Walave lrrigation Improvements Project

3. Internationa! imigation Management Institute
4. Integrated Management of Agricultural Settigments

‘j Note — Based on Table 4. The range of possiblo ccores lnr ‘

Table 5~ Rehabiiitation Projects Scores

Project Scoro
ISMP 12.8
GOLB 85

MIRP 7.0
TIMP 3.0

VIRP 30

WiIP 25

0-14

Source ~ Farmer Organizations and irigation System
Rehabilitation Projects in Sd Lenka: An
Analylical Framework.

By - D. J. Merrey ~ Intematlonal Irigation Man.
agement Institute Paper prepared for presenia-
tion at the Imigation Deslign for Managemant
Asian Regfonal Symposium, at the Intema-
tional Irgation Management institute, Digana
Village, Sd Lanka, 16-18 Fabruary, 1987,

a Comparative Analysis of six rehabili-
tation projects (Table 5) made by
Douglas J. Merrey of the International
Irrigation Management Institute. He
came out with an “"Analytical Frame-
work” for comparing rehabilitation proj-
ects based on a scaring system for each
of the components of project objec-
tives, project planning-process, project
design-process, organizing farmer
groups, bureaucratic re-orientation and
cost recovery. (Table 4 & 5 are directly
copied from Merrey’s presentation). In
terms of this scoring system the ISMP
has gained the highest score and the
GOLB the next highest. The MIRP is
placed third, Although the MIRP and
ISMP had not made much headway at
the time of Merrey's analysis, his expec
tations have all been realities by no
andparticularly the ISMP s still farahea
inthe scoring system. The WilP too afte
restructuring since Merrey's analysis no
should move up on the scale of scoring
(GOLB, MIRP & ISMP ali come unde
the umbrella of the INMAS).

7.14 ltis clear that the seven compo,
nents identified by Merrey as criteria fo
classification of rehabilitation project
are more or less the same as thos
Identified in this paper as essential i
gredients for the success fo any irrig
tion effort and the factors that brin
about sustainability to such an effort. H
is also emphatic that beneficiary-parti
pation is absolutely essential to "su
tain” the benefits of a rehabilitation pr
ect. Merrey concludes "... if sustainabi
of rehabilitation project benefits is a k
objective then it is extremely importa
to plan projects with specific instituti
building objectives, and with a proje

Contd on page
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strategy that specifically contributes to
achieving these objectives, rather, than
treating institution building as, at best,
an appendange to the construction com-
ponent of the project. This would in-
volve getting away from conceiving of
rehabilitation projects as primarily con-
struction projects, with their design and
construction-oriented objectives and
timetables, and substituting a concept
of rehabilitation projects as primarily in-

stitution building exercises in which the
construction component contributes to
improving manageability, and provides
a context for reorienting and building
strong and responsive social arrange-
ments for system management and sus-
tainability.” (15)

That this is harmonization of the objec-
tives of system-creation (rehabilitation)
with the methodologies and procedures
of system-utilization (management),
there is absolutely no doubt.
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