State of the Art on Water User Associations .
for Improved Farn Water Management

by Max K. Lowdermilk=#

Intreduction and Purpose

The purpose of tnis brief paper s to highlight some of the key find-
ings related to Watcer User Associations (WUAs) ind to raise several
key issues for those who des ign and review irrigation vroject Fro-
nosals. There is a current concern that the direct and indirecet
iavolvement or Farmere in the design, implementation. and continued
malninﬂlncw of the tarm system is far less than adequate. With
1nbr9a31np invescments in dirrigation development and espocially

the rehabil taticn or Tarm Irrigation systc cms, there 1s concern
that thesc investnents can be made moire cost cifective by direct
and indirect farmer participation. Government concerns include
local reconves mobilization in terms of paying for some of the
costs ol cperntion and mzintenance and payment of' a share of the
costs of lmprovement. These rescurces can be mobilized in the Form
of cash und kind, Llabor for construction and re spular maintenance
contributions o1’ land for right of ways. or a combivnotion of all
these.  In addition, scyeral on-cconomic rescurces are important
which include. Farmers knowl cdge of the local situation for field
studies anl plunning; farmer involvemen® in trials, eciperiments,
and demenstravions, fnrmo'shlearnlng basic skills for improving
local organizeticna’ capabilitics for regular operation and
maintenance of the system; and heliping farmers gain a ccllective
voice vo cxprecs their necds to irrigation and other government
authorities.

Goveirnment officials ard donors are beginning to realize the high
econonic, social and even political costs which often result when .
farmers are not involved in the projects and programs which affect
them directly. With increonsed anderstanding of the problem, officials
are mere avarce of the ecconomic boznerivs of farmer involvement

wnich can be viewad as a type of organizacional substiiute for
capital. The maznitude of this institution building task

and its imporuvance bhouid not be underestimated. Tor example,

some cf the disincentives to involving farmers in irrigation pro-
Jeehs include:  a long paterralistic bureaucratic philosophy

and policies in dealing with farmers; the traditional and inorcinate
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enﬂlneerlng focus which results in more and more hardware in-
vcstmnnts the lack ot skilled staff who know how to work clooely
and effece LJvuly with farmer gloupu; the pressure on governments
and donor organizations to produce resulis (water) quickly,
whatever thi» means; the propensity oft some International agencies
to stres AuntJuV ot funding over gquality ol project ts; and the
hi Ehl}.ptIcCL\ “dware verzus soitware approaches to
erlbwuluﬂl'ﬂ‘”flﬁﬁmwnﬁ and”"desTen and construction versus op-
eration and nuintenanoe,
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As the cost o traditlionnl ways of irrigation development. con-
tinu‘é te csealube, and the avareness of the potential contributions
farmer uscrs ean omobe incr. *F:~ more attention will be given to S
1'-11'“‘01‘ organivations tfor both sherei and long term improvements
of Tarm irecigation systoms.

B. FPast and Prescont rindings:

Historically., farmers have qovel oped their own informal or-
ganizasions tor the oporation ol the farm system. In some
countrics whare the irrigation systems are smail, communal
run-ol'-the viver types as in areas of Indonesia, Thailand,

and th. Fhilippines .= informal arrangements often work
werl,  u Jonth Asia, o )u:" ally Sri Lanka and India. the tanks
used far Irrigation woere Fypically constructed, operated, and
malrtained by Carmers uncer the leadership of local elites

4

Prior to Indopendence, those systems worked Fairly well, but

arser ind-,-meur_u:m; eowibh inceressed government invervention and

the Comise ruling of leoenl ol tes, farmer control was greatly
veakenod,

Research on large publice gravily irrigation systems in Asia
showithat, ffarmers usunlly evolv: informal arrangements f'or the
cperation and mrintonance of Lhc farm system.  These ad hoe
organicaticns. however., have usuall Y ween found to be inad-
2quate in terms ol recalar mmnb_:nzmcu and in providing the
local cooperation necicd for successiul improvenrant orograms.

Until recently with the exception of Japan, Taiwan, .and South
Korco, governmenis and irp lgavion authorities have done Little -
to provide Incentives and means for farmers ho develop strong
local organizations

*The National r11”1110n Aaministration and the Parming Systems

Development Corporation, with support irom Ford Foundation, IRRI,

and others have been involved over a number of years in developing
workable irrigators acsociations. They have ovolved some promising
approaches which combining both technical and Institution building skills
in an eftfort to involve farmers in the design, implementation, of improve-
ments and the on-going operation and maintenance of" small communal systems.
See in list of references Bagadion, Benjamin U. and Korten, Francis F.,
October 1979.
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Usually, government commitment in the form of legal f{rameworks and backing,
technical services to farmers, and training was lacking or completely ignored.
With the ricing Inter. st in Llmproved water management, however, irvigation
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anthorities are learuing thot the costs or neglect in not invo]vinr farin-
ers more Lo very high indeed.  FPresently in most countries, governments
are ecxanining new approaches tor mobilizing more local r>'ouiawth.og_lp:
rigation Improvement. For crample, in Paki in In onc AID project *v_
percent of tho tobtal projoct costs o ohe million was 10 tHe Torm of Tarm
contrIEiLod TAbor T Tn "« [Fopssed Horid Funk Project in Jakistan., it is

ced that 20 percent of the project costs will come from Uarmer labor
in rehubilitation of the oystem und cost recoveries for improvements.

In India, Pakistun. and =lcowvhere both divect and 1iidircet cost recovery
takes place through inereased water fees, repayment of loans, direct

cost »

ments for tmprovements, and monipulation o 1w product prices

The usunl pattern of mobilicing these rezources has been top-down Torms

of coercien.  Trrigation aulhorities usually reel that more strigent laws
and cod-:
volver
in only

5 oor improved teehnologies will result in iuncer:acad farmer in-
: ' iatle approaches of government olone have resulted

Role oif Treigaiion Anthorities

In the pust. Lhe Mo systoem was oo virtual "No man's land" in terms of

services vor trermers and incentlives for them to organize. Increasingly,

vield ciadicos in asls have shown that the "Achilles Heel' to .vrigation
, .

improvemente st the frm Leovel To the lack of farmer involvement in
lnprf”«m«nt activities and In the protection and maintenance of the system.

Vihere Wilis have bern mos® onccesstul oo in Jupan, Taiwan. South Korea and
other countrics of Asia. Lhu following fcetors have bcow found to be im-
portunt: toechnionl serviees to farmers which provide visible improvements
In waber prodictability, increased wetor sapplics, and improved water
conﬁrol; Lop=level government comnitment in Lhe form of legal {rameworks
with ineentives and services for Carmers to organize; btraining of farmers
in the new roles expected; regular monitoring and evaluation of the system
; switt but fair
1 mechanism
where furmers vicws can be heard about system operations at the local,
minor canal and wejor conel levels,

¢
with fcedbnck from the farm level Lo planners and managers;
enforcencnt o waber taws for all otfenders; provision of

ecently (1981) the provinces in Pakistan have enacted far-reaching water
user associntion ovrdinances to achleve more farmer involvemont. In Thai-
land, @ provicion is being implemented intos a Revised Habional Water

Code for WiUAs. Tt is hoped thot other countrics will rollow this init-
iative.

A recent ﬁprivu]*ural\davelopmont(pouncil work"Hop on "Mobilizing Local
Resoureces for Irrigation” held August 11-15, 1980 in Colombo, Sri TLanka
documents these problems. Annex [ provides some ol the most important

current refcrences for those who may wish to examine the issue of Tarmer
involvemant, in myveator Aanth



Major Functions of Water User Associations

While in each country WUAs take ditterent 1orms, t‘he major functions of
WUAs include the following: mobilization or log resources to reduce
the costs to goverrmment off fmprovement progroms: 1w*vﬂar_r']vurung and
MALNLCNACC Ol mAin watorcourace channels to protect i1 =nd waber Tresources;
distribution o Wil ey FE A olution of conflicts at the rfarm
level: Gaking I¢ TorTEtTUuetures Tand shdp.l,n@, ‘and other \JdtCJ(‘()UI‘ cw
i'lnri":‘/ovelw:ntr; poend pz' GVision ol un organined mewans lor wum)f"on L,(:‘VLCC

and Tarmer trainiog.
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In some countrios WUAs also collzet irrvigation foes ab the outletb level,

b4 Wy
participate in the operatior and maintenance of the minor canals, and
provide lnpu' for water slloection polld dec.sions.  Marmers on communal

systome and aress whore {forners own cooporative Lubewells and 1ifts S
they usually provide the cupital coots, cxponces
maintoerances ond contro

5o tor operation and

L all operations without goverruent intervention.
These smaller foce-to-Tace local private groups have boen relatively suc-
cessfui In mobilizing locenl vesources [for long-term operation of their
own sysbom,

Key Hypoihecic wbont Local Involveoment

Studies of farmer involvem:nt In lrrigation Water Management improvement

are relatively new. St 3 to date while providing some insights suggest

that experipentationsarc wnecded iy all countrics to cvolve the Corm andﬁt__/pesg[‘
//01 WUAS wileh PPt looal conditlons.  Key hypotheses from recent studies /
// STl nleamnetel (¥ "<1H""LT"T”‘;"'FZTTT:TQT;- which require further testing and exper-
Imentat: bty both host governments and in‘tornational donor
Lons do nou yot underctand the voelue of building such trials and ///

[

s, HUnvertn

organl i

”m

guper L tnto projecte. There is o dangerous propensity of both host

and m/

4

'won, TO f'reeze into one approach and 'wtcnp’ to du-

plicate 14 O regions and projects. Unlike somc irvigation
Leehholol T W T7U0 be based on THE best of local organizational ,
prineiples and chould Tit with both local conditions and the particular ///
vbjectives o the project.

Several of the mojoe hypotheces relabed Lo loeal WUAs are provided below:

L. Project areus where villages are governed by a council eibher elected
or appointed, chow greater polential for equitable decisicen making
about waitcr use than cveas where villages are dominated by a small

number of Tapge Tandlords.

N>

Rotation scystems of water dictribution such as the warabundi are more
likely to lend bto equinable water supply for farmers at tail ends
of irrigution systons,

3. The shit't trom volunteor Lo paid labor for construction works and
shil'ts in responsibility for construction from local groups to official,
regional, or national bodies increases local awareness ol nationhood
al the cost of weakening 10:'11. social structures.
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12.
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Where there is technical assistance to farm-builders with no
payment for constructisn. The labor contribution is more likely
to install a gense off owncrship and incentives for system main-
tenance than do-s paynent in kind or cash.

The cnpacity of commuiniticn to open-up land for ired gavicn and
Lo construet dolivery syntoms 1o likely to be hirqher in those
iocutlions whore rudimentiory systoems exict than in loeations
attoempiing irrisasion Tor Lhe Pirst time.

faetor of production at a time in se-
SN cooretuen toocwall farmers than those in-
troducing o complex array of compunents.

Projects intyo
QUENCS  ene

Recovery of construction and/or operation and maintoenance costs

of irrigati wrems bheough tases or water charges inhibits

waste and strengthons Cwemers responcibllity for the system.

o

Vhere visiboe 2rocontrol s omode svailable with other improved
production poosibi

Pities o wdditionnl water changes Yo be used by

contive tor

a loeal WIL Por fmprovead O oand Mooperates s oun i

farmers to oryanise o romigiar malnftonance.

Locally monagod Lrripntion syotoms g conera
and more eff'icient in woter control than sbatb

ly better malntained

opurated systems.

lenefits sucn ns inercased crop production and more ci'f'ccetive water
control trom irvig

consystens are enhnaneed whers continuing and
adeguate extoncion scevices provide farmer Lraining in improved

water mumgencnt and eropping praciices.
5 b

on btechnologtieos and witer user associations are more suc-—

cessiul din Lhose arens where cxtension creditability is good.

Irrigat

Legal, formal Wiis with clowrly defined authorities, roles and
responsibilitics rore on essential preroquisite to ef ficient op-
eration and maintcnsnes of an irrigation system at the farm level .

Organizaticn of WA arownd hydrologicnl units of irripation

systems rather than on oo villogze or commmity, wide basis improves
the performance of rontine operation and moadntenancee.

Givern Lhe varying domands of Parmers for wabes on o riven command
area, closres tor eonal maintenance, Lmportoctions in design of
systems, areas in commands bost servieod by it pumps and tubewells,
and other circumstances waler rights and dict cibabion methods should

allow for sale or trade of watcer by farmers and loend WHAS.

Farmer involvement in rehabilitation of wilercourses is more cost,

el'fective in the leag-run and inceroences the chances of a sell sustaining

project Lhan rehabilitation projects which utilize private contractors

Farmers are more willing to commit moncy and labor to an improvement
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project if they have been involved in the planning and design of
the project

17. The gmaller the face Lo face groups as in smaller 40 or 8 heetare
commard  arcas, the easier it s rorp farmers to orgenize the
regular maintenance and solve the problems.

18. Ixcent in small communal systems or wivate 111t opumop operations,
J e - 3
WUAS nesd o have strong legal breking and clear incentives to
renain viable,

15. Vhere irrigation and agricultural authoritics hive overcome their
paternalistic views about 1:1rmcr<‘ and have received craining in
special tochniceal skills and procedures in improved water manage-
ment and working pel: ationships with farmers . farmers will respond
by more o vootive involvemoent

S50es o Hingte Verons Muldi tarpose Associations oft Water Usors

To date. It his beon found thot, sincle purpose WAS are more successiul
Lhan attnching mnl g DU oS0 et

ivities Lo them for the ol ow'in{r I'¢Asons:
WUAS cre new and et ions dend Ing direetly with water are o omplex; the
burden ot oo meny achivibios and ’Hu}’:u:w:‘. with -‘-‘e‘”u‘x"{l dit'ierant depart-
ments 1o usually oo greal ror a HUAG Lendership and participation of
Farmers requives time to succesafully (}\’Ql‘h,‘.

The tendency or come governmnents gust "discovering” the importance of
Farmer ITnvolvenont 19 00 move Loo fast and to overload emerging WUAs,

The troack record in ASTA of naldi purpa.e cooperatives 1s woor. Those
cooperntives which have evolved successtil L1y have usually been thos

With o single focus on one <"ommv;~l:z by or one major function. The ideology
ol auvucates off A coopaerative movement oi'ten blinds officialy to Loth

the proactical cconomics and the complexitios of building viable lgeal
organivations.  In terms of Tendoership development and cquity of par.-

ticipation, the model of Talwan seems Lo be appropriite for many countries.
In Talwan, there are many single purposc cooperative organizations in
which formers have membership, ‘“hm‘ci'c>r'e, membership and 1eade ‘ship is
disperscd anong many individuals

Given a primary level o current knowloedge about WUAs and the complexities
involved in tmnelions deal ing with wvater alone, the 1"LLJon tl approach

tends to favor single fancetion or ganivations. -

rey Prine iples and Stratesics o Involving Farmers

annex I oconbains a brief” overview off several key principles and sirategies
whicl. have worked in a number oft countricos in Acsla, Africa, and Latin
America.  These are deseribed in 2 Planning Guide No.2. Fdrmm' Involvement-
A Key to Tmproving Tnrm Irrigation Systems.  This is by the Water Manage-
ment Synthesis Project tunded by l)f,u/[\gm culture.
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ANNEX I

KEY PRINCIPLES AND STRATEGIES FOR
INVOLVING FARMERS*

Principle 1

Government policy and incentives for a decentralized administrative approach
should reward farmers for involvement.

Strategies

Involve farmers in planning at the local level.

Involve farmers in specific activities and adequately reward or
recognize thair activities.

Encourage farmer organizations or water user organizations.
Provide an effective means for farmers to voice their views to
authorities so the farmers' suggestions can be heard and acted
upon.

Provide incentives such as realistic water and land revenue rates.

Provide adequate improved production possibilities in the form of
improved inputs and services.

Principle 2

Initiate projects in areas where farmers demonstrate an interest and
commitment** to the project.

Select areas where farmers are organized or willing to organize for
project activities.

Select areas with farmers who can agree to commit specific resources,
i.e., time, labor, animal power, equipment, skills and money.

Select areas with farmers who can resolve major conflicts among
themselves.

Select areas and farmer groups that have not had long-standing
conflicts or feuds which will take years to resolve.

* Takgn from Lowdermilk, et al, Farmer Invelvement - A Key to Improving Farm
Irrigaticn, Systems Planning Guide No. 2, Water Management Synthesis Project,
Colorado State University. 1981

** Refers to substantial local resource commitment.
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- Select project areas that are manageable in terms of size, staff
resources,and logistics.

Principle 3
Have clear definitions of the roles and responsibilities of all parties --
farmers, extension agents, researchers, irrigation authorities, project
managers and cther development specialists involved in the project.
Strategies

- Provide definite program information before the project is begun.

- Distinguish clearly the functional roles of farmers and the roles
of the members of the field team.

- Agree, in writing, on the specific responsibilities of farmers and
team menmbers.

- Provide specific training of selected farmers in skills related to
the tasks they are to perform.

Principle 4
Use and develop Tocal leadership.
Strategies,

- Hork within the cultural context in selecting leaders and help them
improve their skills in organizing farmers, making decisions, and
resolving conflicts.

- Do not bypass leaders whose support is essential.

- Allow Teaders to organize committees and activities their way to
manage or supervise labor, materials and equipment, to settle
disputes, and to maintain the improved systenm.

- Allow group action to be started realistically so farmers understand

and can adopt and adapt new procedures, new knowledge and new skills
before moving to the next stage.

Principle 5

Work through and with local farmer organizations so that farmer participatio
is significant and the organizations are strengthened.

Strategies

- Ideptify and assess local, informal organizations and, where appropria
build upon these organizations.

A
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- Use caution in attempting to introduce new organizational forms:
Where there is doubt about a particular organizational mode, try
first to use the local form of organization.

- Us: Tocal organizations to reach individual farmers.

- Where possible, keep organizations small so members deal face to
face with each other.

- Where possible, Tink local organizational units to other units
creating a more effective voice to authorities, i.e., federations
of local groups at a distributory or canal level.

Principle 6

Develop and maintain good two-way communications and information flows
among all participants -- farmers, researchers, extension agents,
government officials, etc.

Strategies

- Design and improve two-way communication between farmers and project
personnel.

- Help improve the quantity and quality of information from irrigation
authorities related to water deliveries, canal closures, irrigation
rates and other important matters.

Principle 7

Mobilize Tocal resources and skills for creating local infrastructures (credit,
extension, markets) and for improving activities using appropriate
technologies.

Strategies

Identify and use local materials and available resources.

Use Tocal skilled labor and involve private industry or businesses
when appropriate.

Train selected Tocal people for selected technical tasks.

Adopt technologies so that repairs and maintenance can be made locally
at low cost.

Principle 8

Develop means to recognize and reward local people.
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Strategies

- Provide special recognition or achievement days.
- Provide special demonstration days.
- Provide special awards for all deserving workers and leaders.
- Provide special labor competitions.
Principle 9
Focus on selection, training, supervision, and evaluation of staff.

Strategies

- Develop a selection process to identify competent staff members who
know and appreciate farmers.

- Provide special training for staff in technical skills and effective
ways of woirking with farmers.

- Design a system of close supervision.
- Evaluate staff on a continuous basis to improve its capabilities.

- Provide adequate incentives and rewards for field staff members.



