
Agricultural ,diiahistration 16 (1984) 55 66 

C 

Enhancing Irrigation Through Water User Associations: 
Ecuador
 

D. Craig Anderson 

Department of'Agricultural Education, howa State University,
 
Ames, IA 50011, USA
 

(Reccivcd: 18 July. 1983) 

SllMMAIRY}
 

Private irrigation is tradiliond thi /hands of l'ctuador. li 11o,,ill lit 

recent (h'ca'lc'., irrigatio has c'.\pailed throighout coastalareasS wvell. 
Pril'ate,.'(tor rtaterusc'r associal io iir' lc'',lorgta i-c't If) t l nijtl'r, 
co-o'dilate am/ ianage' tiL-' i.'riuttiollo/ this wratc'r. 

In athtilion to priralt' .'lr irrigatlloll actiitics, tif' go'rinlt'n has, 
sine.'the 1940.s, engage(' in Ihc'i( )l))eolm 'Xloitatio Lrt (lilt/ q/ 

scal, irrigalion proic'ct.rs in hot/ighadl ail coastal ar,as. Ilovrcer, 
uro'ig this pecriod of ('of W.ut f / he /ic Y(,(etor into irrigttiolio l 

de 'C/Of, 'i it'llndtl'lll ter'ti. has hec'' litIc' illic'rctiollor co
,
Ordtillation with irirla vector ellort' ald, in cf/ct, paralc vl'scI'nls of 

il' lt) i Hc')) olt'/ic'l -t')' cll'c' (l)!'l(/v ol 'ralic'.ciIs') )idl)li c ili 
elpol" r'ec'elll
Thlis / 'I/I(.Y rcomilll'll(ltiOl.v e.\'litle'to Me//t
 

giOr'rnml'nt ol Icuct(lcor ri.s-a-i'is its phlosophy to'a rIdpriite txcoir 
irrigatiot ll (/sugge.ts that the str'ngths., htlan ISoueC'(s (III(/ wid,

Src'ad Social h'gitillav / private user orgaznizaliolts caln I~' a rc'iic' 

J/or promoting n(1 'inhuicin. wae'r dec'rlomnitl't and ilieord waler 

distrihution antlc us ,in the couotr.v. 

INTRODUCTION 

In the latter half of 1982, USA ID/Ecuador and the lsntiut(o Ecuatlorituno 
(/t, Recursos Hithrtili('o. (Ecuadrca n Water Resources Institu te), known 
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as INER I,-Ilrequested the assistancC of an interdisciplinary team of 
consultants (the ,lutho' was a mernher of this five-man team) to propose 
strategies for the dcvelopmicnt .)I*irrigation il F.,cuador ('uring the decade 
ofrtle I98)Os. Their report" contains a number of recommendations which 
could he hoth inlormative and va lbhe in assessing water anagcement in 
cirCulstancCS similar to those in IFcnador. It is the aut hor's intention to 
synthesize. describe and Coinmmen t lpotl a p'ortioll those lCCom1l
nlenda ions, specificallv. those which directly deal with private irrigation 
organizattios. The priilar. aim of' this paper, then, is thrcelefold: 

I) To descrihe the ci rcninstanlc 
irrigation ins(titutionls. 

sun oti.ding l.Ecuador's private 

(2) To review the covernlmncnt's ro1C vis-a-vi s private secto." irrig ation. 
(3) To descrihe and analy/C i pl a in f'or improving private sector 

irridtion &1ivcn existintg cilrCninstarcCs. 

OVERVIEW 01: PRIVATE IRRIGATION ORGANIZATIONS 

Irrigation delivery hy the private sector in E.cutador is extretnely 
important since it is responsible for some 77 per cent of the current total 
irrigation in tile country., NIch of'private sector irrigation is performed 
by falur lhrgie hlidllo Crs and coin inercial enterprises act ing iridC
pendently (',I* other water [users. These independent irrigation opCratiols 
are no the suhjc t of this pmper. whichlFocuses on the large ntiner of' 
private user or.ani-uliox which distribute irrigation rater. 

Historical setting 

The atithcr has previo risly recorded t that tle vast majority o f pri'ate 
irrigation orgtiza tiots are in lie sikrra(highhtnd Aidean region), where 
farming and irrigation have beci tratditiotal 'or cent,'iris. This is tie area 
of' predoiina rntIndi inanccst rv where commt nal organization atnd 
mtual co-opl'ra tion havc long een custom1ary.. Even prior to the 

colonial period, nm Indians o1 the highlands practised irrigation in 
some form. ('rude iglion sysieis were cotstructed antid operated hv 
tle Inca Emin pire. wlose f',Irth he fied cI.tainrtCrs \\ as located ill Quito. 
Nearly all the oh.( canals atnd ditches were laterdestroyed. (Consequertly. 
virtuallv lltle irrigation wot'ks in operation todayv have been constructed 
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in the post-colonial and modern eras. At present, irrigat ion entities 
operate a1.111y t l IosT co mo1111110can aI S'Stells t llrolughon tthe iC''O, a Id 

among small- and mcdiiUi i-class la'rmcrs.
 
The oldest ol' he modCrn -da v watc r user orin iz/a tions date back to ,he
 

1930s, hut some continue to he created even at the present time. They are
 
most commin onlv known as l)irc lor'. dc .- l J1" 'Nlrios.,
lo .l/l/.s (It' 
herealtcr rel'rrCd to is\wat.Cl lsCr associations. Sy steMIat ic research 
among these nlSCI associations' dmonCllSt'tes how im11portalt they are as 
irrigation distribntiont orani/atios within the private sector. Indeed. 
the arC h\ far the Mot numCOus oF all formal irrigation institutions, 
public or private. I:u rt hrmore. for the most part, \vatcr user associations 
function well and Cnj oy the firm support olF their Icle rships. They are 
viewed Ib c ilu/p'xbwx as viable and legitimate rural institutions. 

Irrigation Organizations; of the .,icrra 

In IpOSt-coloIII a Il CrtiLde associations heganl -ormhistor, user to when 
('amNsilus. espcciall. simallIland owners or minihudisvas. came together 
into groups Ilthe coin mon pti rp>os o1" in'ly acq ui ring water For 
irrigation and then ad in inisteri lie that watcr llong themselves. Clusters 
of potential users thfLus beganI o become orgt!izcid in order to secure and 
adrmilrister .illindependent source ol,,ter wfhicl they wo!'Id acquire and 
use as a gr-.up. This custm of' andine together into private water 
distriblution oruanizatios is colnimon throughout the ,n'rru. 

Today, wVater ulSer.l'associations consist o' aIn\ wherC lrom+ a ]hand f~l to 
scCratl t hous ilusers.' IM'i N of these associa t iolls hvc now been 
'rea ni,'ci accorid in g to legal statUte alld arc recognized by extant law as
lecal entities which have powxer to CliICr contracts and agreenents." 

Others, however, have tradit ionllaI existed as non-lIcgalized organi
/ations. Vithout Formal h\ -I vs or other regulating docuIenlts. 

W;Iter user associations a i-c en t irely Ii nlcd C thr tlgh aSSeSSmnts 
levied tIipon rsharef to rate o1each o fClr according a set ol the voluiCnc 
water Used or the iiLuinhCr of' hours specified il tihe shrClroUJCr's use right. 
Both cash Ics and labor assessments iclevied. Cash assessment amounts 
vary witlh cach orgiza iatiol and aic usually lixei bIy an Cl.'ctcd Board of 
Directors. One important point is that the cash assessment is gemerally 
very\ o\,w. These orgalii/ations commonl,, opertc tn lo\v budgets with 
relat ivel'v F' expenses. (o nsecuentl.. the cash cost per shareholder per 
year is not I)tLi'enlSOmeIC.' 
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The economic impact of the labor provided by each association 
member for inl'rastructiure maintenance must alo be taken into 
consideration. The labor assessment is Ilso 2cnileraliy minimal and is 
calculIated on the volume ol water corresponding to each user. Therefor;, 
association members only pay in cash the i.mount necessary fo basic 
admilnistrltive maItterS. They provide voluntar hr for tile cleaning
and ma111intenlllice of tile d istribution works, and Most Isociation Otlicers 
serve withoIt intonetra r'cimtnmneraIt io.These l-ictors help keep the cost of 
operation down. The organ izatilos \Cre originilly Crciltcd -oracquiring 
Md delivering ,wer,and to to it at a reasonable price. For tile most part, 
they to this qnite cffcctivcly. 

The principal characteristic of tile irrigation networks utilized by these 
Issocialiolls is their simplicity. They aire generally not hlrge ortoo 
extensive, and. almost wit houit exception, have rudimentary diversion 

-works and uniine-d ditches. ' Water is usuallyl distributed to members by
hoLiS, which is voltille of water the ditch1 attile totl in for specified
number of' hoir.i every so many daVs. The itRimlb-er o1 hours needed is 
caleulated by the size of' the plot to be irrigated and/ or past customary 
practice. 

Coastal private institutions 

The develolment of private irrigation ionstitLutionls on the Ecuadorian 
coast has been quite difl'erent from tie moi'e traditional patterns of the 
sierru. Irri ga tion, ill general, has a shorter history on tile cu,-asta iplain
and, theref'ore, so do private irrigation organizntions. Indeed, tintilI solne 
40 years ago. no irrigated ire egrictltexisted in tihe COSt,. Althotigh today
there is I significant anount ol'coastal private irriLcation, most of it has 
bcci developed by individti IsaIctiS,,nln their own initiative, or by private
btisiness enterprise suc s the i pi \'aItcsuga0,11r aiid bilnll phiiitations.
These private ind owners aind conimercial enterpr'i ses aire antoilOilSOUS ill 
their irrigItio i '01o'ertions.ConSq ietltly. iclativel y fewV emititiCs colin
posed o1' vIriotis private irrigamtors are in existence on the coast. 

'
Olsen a1nd /\iidrsolIi haIVe descri bed how, ill 1972, several 
(Ipproxilltely 22) arictltralIco-otlerati\Cs \were crcitCd tinder i 
Ministry ol'Agriculttirc (MAC ) piogi lfundCd at the outset by USAID 
through the National I)evelopment Banuk ( Bamo a\uaioml de ,nto).n 
These co-opraltivcs constructed limited irri ioli-nt canal systems as pait
ol'thici r overalll prodC titIol itiCs. The\' iIe still soln' privateacti tlithe fm 
frmer orglniitations cgigcd illirrigation known to exist on tile coast.' 

Ai
 



To summari/e. the diversity in patterns of agricultural development 
between the sierra and ct u of Ecuador has afl'ccted present-day 

differences in irriLcati m and irrigation user level organi/ations. The 
sierra, the highland arca or traditional habitation and orf long-standing 
agricultural prodUctiotn, is characteriied h\ lart'C nuelhrs olsill canal 
systeims and water e Th he:ivilv \'eegCt alCd and h11urnmidslst associatiOlS. 

Cosia is an area which, 'or man' years,. \w.s inatllaci'e agricuiturial'. In 
recent dcadCs. howCv'r, ot ih raillred and irrigated agri':Zlturc have 
expanded ra pidly in this /onc. Neverthelcss. the watcr user associations 
which have enjoyed a long tradition in the si'rraareii'r uallv unknown in 
coastal areas, Irriuatioa delivery is rltich illore independent and 
individualistic. 

PUBHLI(' SE('TIOR ()BLIGATIONS T') IVATE iRRI(iATION
 
I NSTITtI;I ()NS
 

The law creating I N ER Il11 delikails 1o'r -Oligation<S which I N FR HI has 

to\ward irrigatiO'n institutions in the private sec!oi. Spccilically, they are 
the followin:' 

'I) stultd. collstruct anId irrigatit and drainage"'oejCct, develop 
s\steils, \ithin the national le'ritor\ in iits [IN R I>ll's] own 
Accord or ill co-opCratiol witi other institltions or entities. 

(2) 	 Promotc oi'ai/atit N or ciltiies comprised of .waer users and 
Cstahlish. thl'u,thil i'eglations.. staiindards for Ilh administration 

ai;;l Collie'\ii'ii of irriiation canals. 

(3) 	 Promote the cstahlislhnwit ot' prii\atC )I'mixcd public and privatC 
irriigatlion iliidi11., allocations of capital, and tihe 

stilnatio of capital iil\ 'stln1nt in irriglation works. 

(4) 	 Lend technical assitance io pul'ic or priva'e enities i' to privatc 
Persons.... 

The lirst of' Ihcsc oblipations indicatcs that IN FRIlI. in its olicial 
capacit. of' 'stl-'inlcnindig tle hst use and prtotcctioI of, the natioi's 
water resotiices can 'rolk in co-operation witi Iothr bIodies, be they 
public Orrivate. in the t'tllilnueit Or it, dutiCs. IN FRIIl does, in fact. 
allow other public fundcd agencies to d'.elhp and admiiniste' irrigation 
5.'steis tinder its general sutper\ision. I Io\vc\ci. these kinds of" 
collahorative eflot havc eben, to dat, exclusively with public sector 
organisms. With iregard tIo this partictlar prov\'ision oflthc law, INERI] I, 
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in reality, has placed a predomin nc,_, of'fiscal aan hLIman reso [I rcs eflort 
on the part that states *on its own accord'. This is evidenced y1Vth': large
Srnber of irriga tion pro.jects and systems IN ERI is Unilatera lly

designing, constructing and opeating (tirectly untder its ow n Control. 
The second and third of IN ERII l's obligntions are hoth f1ocused more

directly at privatcly controlled and opented irri altion organi/ations.
(lea rl. sonie of INIERI-ll s eflorts are to be directed at strengthening
private sector irrigation by p1ollotilg landassisting. even to the point of*
financial aid, private irrigation citerpcrises. hlese nay be drectori. d't 
4I,l/lS, i digenlioU s coiIn lnnities (COMMIIl(I.). or co- pferatives. Indeed, one
of its obligations is to stiMle the investment of private capital in
irrigation delivery sytems. In order to satisf'v the demLa1lndls of el'cCive and 
proper administration and cotnser",vatioll ' tile resource, INIERtHI isem powered wih Ithe right to csteahlislh stanada rds to which these p6rivatc
orgfaiziiations are to adhere. 

'File Cotirt h ol't lie obligations which IN ER IlI has toard pri va tc sect"or
irri ation is to providc technical assistance in water management aid Ise
to inilividtal watCr users 1i11l to private orglni/Itions. It must also do the 
same for other p llii entities. In essence, this sub-article of' the law sets
f'orth INIERIlI's extension duties duties wlhich. heretolore, it has not
been ahle to canr\ out to any sigiicim degree.

To sulnlutri/c, tie I'mx creating INERIll makes it clear !hat the private
sector is rccogini/cd as a via hle v.hicle Ir irriga tion development iiin tile
 
country and tha t it i's to be ;!ssisted ht ltie pa blic sector in this regard.

However, this lia . not guelerall, 
 Ieenl 11le casc. Private sector irrig-tion
developrmciu, with !c\\ cxcepCtioIns, has occarred \vithI no direct assistance 
from INERIll or other puhlic ageiicies. 

PROIP(OSE) REDI)IRtU(TI(ON IN I 13I1('CISECTOR EFORTS 

Keller ct/l.' prOpOsed hat tilie govermellnet of .cunadort, With NIER-II as
the lead Zgiic.\. should adopt a iiew approach to irrigatiom de elopimcn.
A major portioin o' this new approach w\ould necessitate and rctlirc a
significa iii degree of interaction with private sector irrigation orgaiii
zations. This reprcsents a radical departure froni current practice inwhich INIERIII designs. constrtcts and opeates irrigation delivery
projects nithout' local input. SociO-econom ic sLitrvcys are gencrally 

Ce
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performed in predetermined project impact areas and lre ldesigned to 
lerael ascertaia 'wha L's there'. They are not used as an input to decision

mia kingc. 
The rccentl\ proposed new strateg.ies call tfo the public sector. 

primnarily IN lER Ill. to implement its mandate /1roug, the private sector. 
Rather than ctnlilue to ciatl and oprate projects etirel, through its 
Own ileal, it should enldeatvor to dCelop lutture irigation throu~Llottl 
the counII'V with the Co-operation, collahoration and assistance oflprivate 
sector uscr ZIu'LllpS. The 'olioving points are ti le Ill ilr tenets ol this 
reorientation inl current plhilosoplh\. 

()ne. IN !I Iil1won d develop water ouSrllIC , are, for tlopographicchich 
or other ieasoll. so diflicult as to be be\ ond the capability of private 
investors and irriitos to deeltop without public assistance. IN FRI II is 
eClIUippCd to desigll and construct diversion works and conveyance 
structuic in Ihirger strea es,i rivers, qjuc'/hils(deep ravines) arid the like, 
which private wter users, li their own1 accord, woultd be Unable to 
develop. 

Secondl\. ItN i R Il1. ho\wever. would onlyN ilnitiate such works in areas 
where ( I) the needs and henefit of irriiation cal he cle rly denonstrated: 
and (2) in Which the future pr(); !t beneficiaries hae demonstrated their 

'willingness to paiticipate by plreviously ioinilg together to forll someI 
type ol legitimate \\ater uSe. , 0-alli/ation. This latter point wuld be a 
ieClilenltflt. The user orgalni/atin 's purpose would be t\wolold: (1) to be 
responsible f'or the construction and d]C\eveifloiiiit ofI the dclivcr\ syslel 
beyold the prim',ary calal oi di\ ersioi COliStrlieteClt by te 'o\erllllellt 
allL (2) to illil-;ei anI mnIage thlie enic 'i ,tem once it is in operation. 

Thirdly. INlRII, (rI other imiplciieiiting age. would also offer 
assistanec to the ne.' .ater user group in the designi adl constluction ol' 
its deliver'\ iitirastructC \\here required. without becominge directly 
invl\ved ini theconslructioll itself'. [he ile\\ orcaili/ation \would be I'lice to 
use IN IFRIIIV ;iivic' and asskiiini o)r to \wrk w\ith pri\ ate eiieineei's and 
ContllIractors. Iltowver. all desiii.ii Id Construction wo ld be approved b' 
INIRItl. ()Ile sienilicant vehicle !i- NER!ll assistance could be ini the 
folIrm oi SUlpervised ciedit \ lirined orcaliti/atiollS.Itne 'lv 

In stiiiinar\. INIFRIII would Construct a "imited" svstell that could 
take t atcr 'rotim adilicult source. such asa large rive 'di:iconvey it to 
a poinit where the water user orani/ation could then take tihe water and 
put it Ito beneicial use. '[he public sector \would thius assist private sector 
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irrigation by, in essence, providing d ready and accessible source of water. 
In this fashion, the governcietii wouild lid .he user1 organization as it 
begins to funct ion wit hout becoming directily responsibleIfor the 
construction. adillinistraliol and continued operation and maintenince 
itself, as has been the case inthe past. 

User organi/a Iioiis would have sever'l incentivcs to colhiborate illsuch 
venlures. A few iinlledi"te advanliaCs Would be: (I) fIree systemn 
engineering aid design aidvice; (2) technical assistance on waler use and 
other agronomic practices, (3) timely adjudication of a water use right by 
IN ERI11 (1N I I I is the public ageicy charctd with Ie responsibility of 
registering and adjidicatiing all use ights in the conntr ): (4) asecure and 
Sure Watr Sonurce: (5) govenincllt assistanl,c in delichn& viiih local 
contractors and (6) credit, with collVllietl terns and payback iperiods.
 

The nell approach caii be fl Ilowed with illy llnl ofi ser level
 
orglni/atilil thai could exist under current hiw' MoroCver, it is ClLally
 
applicable to newly onrned orgaini/atitmis as well as iold' (now existing)
 
systems. [or examinple. inlthis hitter CateCorx' there areIrt liilly dil11reds
 
of sllall private systems nationwide which could greatlv beiiefi itfrom all 
inl'tlSioll of' technical and InllalCial assistaIlce r'0111 lhe public Sector.
 
Those which now operate poorl he imin
could thereiby pro'ed aid those 
vhich Operate well could pia1h p)S bComet C\ein o110reCil ctiV. thus 
inproviiig elicient wier managemiiien t ind use aciross tile private Sector. 
Al CXalI pC Of' such assistalnce could well be tile straightening and 

lining of caalls and the genral iii provemient aind imoderinization of 
inlras1ructure., iicluding the construction of leriiianent diversion xworks 
x'here possible. This xwould be a Qcnirl IUpgrading that Would sta bilize 
tile availability aid SeCLri\t 01 tile resource. Such in\tiSin tltsbx tile 
public sctor Would also le to its own eiclit Sinice mIriiiaiitci diversion 
works would gtrlcaeniihance INIERI II's abilitx to reguilte and niaiagc 
water use along a civen wa tCrcotlrSe soincthi iig that at present it is not 
aile to dio. 

The suggested redirection inaiproaich capitalics on the tlitprenetur
ship, initiative and iallpo vcr of x'iall is level orgalliZations both f'or 
the creation of iiexv i irrication systems as well as for the upgrading of lre
e.isting ones. ()ver linli a reat deal ofr irrigat ion has been developed in 
lie colnl, primarilyIhroigh giOup action aind without any goveuiment 
in terven ioi. 'Thepieceding suggested Ilan ofr action, or philosophical 
reorienaition, oilId keep thIhis monieit11in in tlie piva te sector. The 
public sector. ill its r(1lei as over'scer o1 lhe nat ion's water resources. 
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"manages' water nationwide by providing a propelr level of assistil lne 1nd 
incentives to private water users. 

INTERA(I N(i Wll I PRI VAT" l NSTITTtI ONS 

The proposed shit in the basic pllhilosophiili appro-ach to irrigation 
projecct development will require at parallel capacity anl ability to 

rsltc,'essiull ititelact with private water users and their delivery 
ortti7'll titoS. TIhe l'olloti, paragraphs. therefore, outline the review 
team's tct(I++mctnit(l general pliilosophy about hwm best to interact with 
user level orngili/atiuns in i marillit. that v ill eicld positive results. 

There ate sonic important points tilat1crtinien. agencies should 

keep in ilind, points which hAp orient their plan olaction wheni working 
with rural inustitutions. lirst. I'l.ctadtoliail /)',i~to.s (the sinaill falrmeCi 
peasant ry class) arc generally skeptical of promises of assistance 
fromll the g'.n)\CrIentl . ( 'olltcltl..ag'e'cies should niot collic on too 
strol' too last. and should not ofler mole assistance thane .rcltil ito 
they ate aleu. willinL, :llad inltCnd to pirvidC. \nd. olice :1project is tinder 
Wil\. agencic, ought to litish it as cluicklb as "osile and mov on. 

Ill addit urn. agctic\ peisoiFICIi' shmold appro)ach ((nIrT.ilO. Iloin1 their 
(the 'Wmi /.'i 1m ' Progritat,l designtiers and practitiotners Should 
elideavour t deteritic accuratel. \,hil is illthe rmp.csi/,'" best 
interest, especiall\ wlhei it Illi conllict \0ili 'Ahat assistance or 
dvclopmeiit ageicics fecl ,,ould be ill their iniiterest. 

Related 1t theCprcCling t. public agetmi16ct'',ho11ld a\oid tle 
assi ptil~ taiiiers+ w'hat they waniit. Thleyit'nl tha.t thc\ "krio\Y, llto'A t hinkl, andlt 

pliOa l doi't. because mllo)';t publlic ollc'ials hav it.\C-t,.clnfllIllrer! 
AgLcy IiCld prstlitel shol;iik I'mo. ,cck out and be receptive to, 
cmIphc)(ifl.) oputitllts. and dsirc,. and incorporate heir ideas into project 

platiuig. 
/\niotlhCr SLtiuCS'+;otl is to) kel assistaic as tinicotmiilicated. vet as 

helpful, as possible. h'ach .asc is ctisidCreCd scparamCl\ to determine teil 
best le\el ofassistan-coi atd ipproach utider Ihat itdividual cilcul.st alice. 
Ag'aiil id is simple. direct anid appropriate to the group needs. 
Grandiose or comiplicated schICi11CS mla be nllistidei'stood and JpeIiVCvd 
ISa thlreat to tile stallIS quit . ( ' pcxioL nitincaiiief'tl Ihelp, but.n May V 

not to be ve"whlltIIed by it. 
Assistatnce progratils shoultd( take advalita twgofor"nip dynamics and 

http:cilcul.st
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involve the water user group in every way possible. This inucIluIdes utilizing
 
its manpower, creativity and dynamism whenever feasible in order to
 
stuccssfullv reach projCct uoals. (iroup participation in the project is vital
 
to its lon' term ,isu,.ccs.
 

Anothl point concCns attitudes. From the outset, the assistance
 
projcct should not le \ ime\ ed as a 'public' project. It is the grul,'spro.tject
 
and is l'm. irs benefit. The public autnCv, is onuly c.vSithl, the grtiup. 
This is a crucial point. lhe assistance agency and representativesit', 


uLSt ha\C the 11rtopt.'r ulind-set. When tile project is cotipleted, it is
 
the user group Mwh \\ ill operate itiesvsttt and halve to be happy and
 
satislied with it. 'he auettcn will mtct'e nmove on. lhercfor., practitioners
 
should do everritIing possible it)make it the client grt p's prject.
 

/\nother imtportant aspect olasistalcc isthis. lPnblic (llicials \Vorkinle 
with rural peasant otea.gni/ations and their slumebers should lirst endcavot 
to gtin gnt'up confidelnce atid 'lmIst, anthen work to maintain them. This is; 
attitude lfriemdlhil'eml,,tsniti.it\ to local conditions. and olsincerit\ ill 
service. Field persolnel shouldldemonstrate that they .+ammt to lcip. They 
must also possess cotlttetllstnttl technical skills. These %ill Live the 
change auemtt and the assistalc aecic.\ nuHtLch icCdCd CrtCibilit\ with 
recipient ot~gari/atitots. 

Ote of the key ingedients t, succes.. nay ieto lind. and lock inito, the 
local. and ol'tentllinmcs inlfomal. Iaes or' CmtimlttliCitliomll and antlholil\ 
wl'ini the ICCipieCt rOLIp or impact area. Yet another kc\ factor is to 
locate al imldi\idu'al il tile Client rouItp who has tihe colhid lzce ofhhis 

cigehhors ot t'hllo\ oralli/atiom itlbers. Otnce identified, this tpe of' 
peimSll ca lie a groaut all \ 1t the p1iejCct. fthis ilhdividtl. Ot onie selected 
b\ the ut,up at arge. ma'y evetn ie tttilmed as thelpim,am' contact peNon 
(local litottol)I 'or ft'ttal interaction blet\,1 ct the aSSism~allCC a tl1(.antdc 
the gl-op. 

ig ta el 
individu'als itr 

'I'lhc I -t utC! t retmire thlat all agetC.\ should rcCtilit antd C1111"1 
kc\ Snpe' isorv3 atd fieM positiotns \\ ho ttc sensitive Iothis 

issue a dtl\vho lta ha d past succCssful CxpiCticcc itl interacting \with 
camlp.%ii, level gt'otp,. It-ser\ ice t\pe t raiting onl extensionti methlds. 
inttperstal commtttic'!tiont skills amid glotli d\ tatiiics %ttld be o1' 
valumalile help to technical Ciersottnel. mamtal of'vhwl have little for+mal 
trainiing It the social sciences. 

Past cxplierietIce. ,,\wold\\idC. hla. Shmllt that tw\erruetinnt assistance 
ptogrt'ills ill ltlrlrea ts aIC colsiStelllI\ Ill0C StCCCSSutll Ifihe ahioe types
of considerations atC lFolhm\\cd illprojcct planining and execution. Tlhe) 

http:lhil'eml,,tsniti.it
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delineate a philosophy conducive to success, oIne Which c'an be applied to 
ari program of extcnsion o1r technical assistance. Jnfortunately. these 
issues arc often riot recoeniteid or rm be ignored by those ot'vring 
assistiace. 

I)ISC'SSION AN) OBS RVATIONS 

lcuador-iaMI watCr user assOCiatious eunjoy the legitimacy of long
sadlin. wetl-r.cogniied social iuS itlIns. Recent work denlotn.ating 
the bWclits M such orcili/ations to tWctivc irrigation development has 
been doctulmented u;lurlied.I ]"'C' hlor teatltholand n ', . ias 

-Ire-CSCnt. CxeCnsi\ c research d&ta iindicItin the s.IrCllth ald
 
accclptailit\ 01' thCSC ril/,tiotl, n in ad as l Xl in Other
 
/\ndt.alil 11i titi
o11 ,. 

The plan prn,,cll..d in [Ilik paper ltor inicractitit \6ith irigation 
,c1rani/atol., drai\ tipi(M prll-rcct~tni/ecl,ccritl iroperties of know

]ede diss-cin llti i a,l in atitll IialiJ'Cr tl eoi",. aind
id li Rot.'s 
Shoenlak.r' lit\c dejicted the crucial clcimmts in the diIliSiotl oh' ne\w 
ideas as '( I )he ilitova\tionl. (2) \\ hich ik comunicated thrttigh Certain 
chailnels. 3o\e.r tite. (4) aming theIlcIllebers tla ocial 18)p.'. 
In this Caw. the inlto\atiu to) bc dilfused i, direct assistance to priate 
sector itittitiol intstitttioltn,; the piublic sctor. stilgthine that has not 
]ltCeito'r-c ocurrCd in Pcatildoif. 

The pre..cedinlg iCdatiols IM. illloCrutrictlin pri\ at_' sectortc ttenCCH \\it1 
ilstiltltion, ,I.llhs!,i/c the human:I clenit ili hangice and the viabilitv 
Ot dai/atouconluit, innoxation. aloas 1't( They incorporate 
implnrtant conct ctnl g . Ijiiptc. lm cipatlion adiliconSensus. 
c.ciliina,. KeMdback and credibili. Add t thc.sC h0Cll Ihlendership 

ii!ili/ ltiiin. t Ial tist//ts anIld cjini iti ils. and the prtopcr usesettiti\ it\ lCd 
(,f incnli \cs for imiltdicclillt. In ,horl. the\ dclinc i ertclnnict tot1C 
v ich will Itplnfully 'acilitalcp 'c/.essin the nalil'ons irrigated Sector. 
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