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EXECUTIVE SUMMARY
 

As population pressures in Sri Lanka have increased, irrigation inthe Dry Zone has become more important. As this has occurred, the
paddy economy has gradually shifted to the Dry Zone. Dry Zone 
irrigation projects have extensively relied on the transfer of water 
resources from Wet Zone rivers. Gal Oya and Kaudulla irrigation
schemes are two such projects. The allocation and distribution of water
in large tank-based schemes as soimplex as the two above is not a simple
matter. While many have studied the problems on water management
in a generalized way, few have made studies of specific situations, and 
most studies deal with technical engineering issues rather than with the
important social issues surrounding the distribution of irrigation water. 

The two authors of this paper, Hammond Murray-Rust and MickMoore, have made an extensive study of the way in which water is 
allocated and managed in the Gal Oya and IKaudull( Tank Irrigation
Schemes. In this paper they compare and contrast their experiences
during the yala, dry season, cultivation by focusing on the cultivation
meetings (kanna). In principle, rmost major decisions relating to the
allocation and distribution of water are made at these meetings. Bothstudies reveal the hollowness of the belief that on large-scale schemes,
meetings of this type are effective decision making bodies. The studies
illustrate the kinds of problems and issues that must be considered if 
more effective water management decisions are to be made at the
 
scheme l,.,el. 

Cultivation meetings, the rrain focus of this paper, legallyrequired to be held before each cultivation season for every 
are 

irrigation
scherne in Sri Lanka. During the meetings between authorities,
technical staff, and users, key pre-season planning decisions are made.
Such decisions include the fixing of the irrigation calendar, the calendar 
for other farm activilies, the calendar for supporting services, and the 
rates at which fines will be levied. 

However, it is clear that the cultivation meeting format, although
ideally suited to small-scale projects involving linited numbers of
people, breaks down under the pressure of large grc,.,ps of people
separated by social and spacial distance within the scheme. In large
schemes, many cultivation meetings must be held. Obviously, the
meetings cannot function as decision making arenas, since independent
decisions regarding water delivery, etc. cannot be made throughout the
scheme. Thousands of farmers may be involved in large schemes. 
Under such conditions, only a tiny fraction of the total will have theopportunity to express their opinion. Since decisions must be made on a
daily basis at the local level, only general decisions can be fixed at the
cultivation meetings. Finally, governmrint agents who chair the 
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meetings are frequently transferred. Thus, the government official 
most directly responsible for decision naking seldom has time to build 
up the appropriate technical information. As a result, most decisions 
are made by government officials prior to the cultivation meetings,
which simply function to pass decisions on to farmers. 

After reviewing the cas(,rmaterial presented, onc rngiil conclude 
that the cultivation meeting systein serves no useful purpose. In a 
manner of speaking, this is correct. C ltivation meetings no longer 
serve their original purpose of providing a derocratic forurn for 
decision making. However, tI1 case stLudies suggesl lht the meetings 
perform other important and( r cial functions in the irri(JOtion system.
-hey provide the farimers with an opportunity to publicly express their 

satisfaction with the job performance of irrigation officials. The 
publication of a scheoule for the supply of agrial tural inputs gives 
farmers a better chance of receiving crocical iraptjts in a timely tash cn. 
Evn if the meetings cannot provide a (et (Ii, schedule of water 
deliveries, ihey can give the farmners a broad indication of schedules in 
order to aid in individual planning decisions. From the official view
point, the meetings allow otf icers to assess the (itt i tude of the farmers. 
Schemes that are chronically conflict-prone may be monitored, and 
attempts can be ma(le to (IiftI'se tension (itcritical moments. 

After reviewing 1t1 problems with the cultivation meeting 
approach to n anager menlt planning, the authors offer sorne alternative 
approaches. Some of these are already in use at other sites, and some 
have not yet been tried. One of the first alterations they suggest is the 
substitution of representctive for the whole body of cultivators. 
Democratically-elected representatives would formI a committee with 
officials to review planning problenis on a regular basis. Not only would 
this approach allow every farmer to express his opinion, but it would 
also permit plarning and decision making to go on throughout the 
irrigation season. The aulhors note that this type of arrangement is 
already being tried in five tanks the North Centralin Province. 
Ht wever, the results of this experiment have not yet been assessed. 

The authors point out that, although such an approach looks good 
on paper, the actual formation of a representative cornmittee that is 
able to communicate with farmers is much more difficult. Committees 
tend to become political arena as areas conpete for water. Another 
potential problem would be the position of the Governnent Agent and 
his assistants vis-a-vis the decision making process. 

Another important problem wilh the present system of decision 
making is the lack of coordination between pre-season, long-range 
planning decisions (including those of cultivation meetings) and short
term, local operations throughout the season. In Gal Oya, it idifficult 
to predict both the discharge and timing of deliveries, while the 
Kaudulla data indicaie that the timing of deliveries is more reliablc 
than the amounts of water discharged. 

vii 



It is conventionally suoj'qe(d.(lI lh(al rfrmers to blame for waterare 
management problems (it Ilh ficld level. Analysis of dota for the Gal
Oya Project suggests ltht such problems (ire rootedl in the inhfnagemnent
at much higher levels in the chmnmtel syst en. [he inherent unreliability
of water deliveries means lth(t, ,venili years with hIqh storigje, it is not
possible for f(iri ters to pr,c t (ill br voliln i or ti1uminq of successive
deliveries hased on whl Imt Hey Itiv(, l(, 1(!t(I. On(. c ustof this ies in
the r 'ltively low raio ofi ( il(ll)l .h ipated (hir thatsil y-to-alti and

results when ther, (:r( i(ll (res
t Iip, t exte nt Ith(, (authorized area.
The Irrigat ion ie; ta-t H ti l i. tl , rce Ito rcstpon(d to rainfall in an 
attempt to conserv \vlr in stormp', (Indilli (lisruj)ts predttermined
delivery s(Itei,( l s. /, ,( i1 (l',t! equfally iulpurtant cause is the 
uncerta;nty (asso( il.(lI j with t Strst i lity for ' (riois )orts oI t h, waterdelivery sys temt. Oske i)lI,. III(, Irriq it on i)(,partmr nent (uorltrols the
distribution of w(ter (town tto III. Il I, I, uitl iI tro lice it does not
have the cat)ae-ity lo (,(irry (nit lhis Iitn tlion. I is t(lct s ii(t oa(nement 
under a stroin while, flu p u.,iii, flirfls wih it( i ec(ssary service. 

[Ia Itmrs" lt t I tHl( tI- tst (ti l m to) t iis, )rali(.1i vo ldbe to assi(In 11(11 ti li ,t'.Io dit1s1"1Si I mrial ribtrt ry (etlltar ils that enconi)ass s-vcrol I IW.IdI ifr t.irtit itts Io .- (1(h i fJr11ers. If the
Irr igaIion I) tII I t l w(I l, ', irr Iq(ll io1 deliwv r, Is to Ith he d ofeach distribiutary rotithr than toIl(. I lO cth(me.6, mt(iarial regqUire
rnen ts wou dI, t oi) i (it(I [.( o-(.d it st r(t( would allowI ) s t IIy . y

farmers to m(Iopt m(mmue(i i 
 tairprmtf((,,esa Io1pted to the particular local
conditions. As (I oits, tonfli I itelweei tue (loveriinient and farmers 
would be re(Im,ne . 

I ( ly, this str(i't(,Jy c til( i li i , )(irl tI Ili( o Ioblern involved
with divi(linq tq) w. (]ss(,Sijlirann watJ(,r regilirtiiits. tinder this 
system, water lxwotld1h(e iolie(,d o (I oltim(,tric Ibasis, and water
distribution wotild b(- fixed b,/ f(lritir (Irotps. I arnwlrs then colld nake 
necessary I tanagI(erio (mjl ts.j st 1ite1 


As tie auithors point o0ut LiriLain!<t is ( long way froin adopting
such a sysI( i. i ecordis o (iisi:i(r(J(s (ire mnot tiaintained, and the
Irrigation I)ei tarh tent won (I hov(le to ivest co sidera'i)y inore energy innmain system nan(mol ltiltl. IPresent Oforts to orgoanize farmners (it the 
field and distrihltary cahunt I level indicmte tItotthey are capable ofaccepting aiddition l (i j lrrt spnnsibilily. 1his is a first step inttani 


improving water tlana(Jenienl in Liri Lanka. 
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CHAPTER I: INTRODUCTION 

1.1 Irrigation in Sri Lanka 

Sri Lanka has a long history of irrigated agriculture. The system of reservoir 

(or tank) irrigation that developed in Sri Lanka enabled a major civilization to 

flourish for a millenium an(! half. Irrigatded rice was the major source of food for 

the population, .vhich shaped its social structure, culture, and religious observances 

around the tanks. While the large tanks, such as Parakrarna Samudra at 

Polonnaruwa, provided n central foci, thousands of smaller tanks more than 

h(ues in total 

irrigation manageun ,t evolved, with the state playing a role but with a high degree 

of local initiative. 

For reasons that are still poorly understood, the system went into decline 

about 700 years ago. The bulk of the population migrated from the Dry Zone areas 

of the north and east, which were depeindent on irrigation, to the Wet Zone in the 

southwestern quadrant of the island (Figure I). In the Wet Zone, where the annual 

matched Ilw 1ajor s h irrigated area. A dispersed, flexible system of 

monsoon usually brings ample rainfall, most irrigation schemes are supplementary. 

As population pressures have increased, large-scale irrigation-cum-settlement 

schemes in the Dry Zone have played an increasingly important role in the growth 

of national paddy output. At present these schemes account for than half ofmore 

total paddy production. The "center of gravity" of the paddy economy has also 

gradually shifted to the Dry Zone, and this movement is likely to accelerate in the 

coming decade with the instigation of the Mohaweli Program. Because this 

program comes at the end of a series of projects that hcve exploited Dry Zone 

water resources, it relies heavily on the transfer of water from Wet Zone rivers. 
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The technical and economlic viobilily of 1he irrigation and settlement elements of 

the Mahaweli Program depend on lowering the water used per acre without 

adversely affecting yield per acre. 

1.2 Scope and Purpose of the Study 

Realization of the enormnity and urgency of the water management problem 

has led, in recent years, to (i imishroorninq of i\'estigati\,e research, discussion, 

and report wrii g.2 Mit cl ot thifs (1(liviiy, ia) whi(h the (:uririft Gul1hors played a 

small part, adressed prohlen is of w]ter t(nacer ent iii (i generali,_ed way. People 

found thcriaselv,.,s talking and writ n (inhout -the Sri Loakar situation, thereby 

leaving them selves open to chAarges of ovei(jiearl /( lion and of neglect of the 

specific circur as toci- s, history, (Lnd ( r (r'nisri(5s indivi dual It-ei of schemes. is 

only recently that subsiloutIial resour(-us havw been ollocated to conduct detailed, 

first-hand investigations of water manag.cment practices at the scheme level. 

By far the largest research (exercise is trot currently being conducted by the 

Agrarian IResearch and Trainirg Inst I ft e (A2TI) is parl of the Gal Oya Water 

Management Projecl. (;al Oya, ( JS $20 nillion project in Ampara and l3atticaloa 

Districts to rehalbilitite physic(l intr(strril iire and prormote improved water 

rnanagerient, is ioinly sponsored by the Urnl(,d 5ftotes Agency for International 

e-)veIopment and the Governraent of Sri L(noka. The first author, a geographer 

turned agricultLural (lineer, Ias been port of the Cornell University Rural 

Development Cormnmittee's program of technical cooperation with TheARTI. 3 

second author, a sociologist, has been intermittently working on water management 

aspects of a research project on farm power and watler use in tile Dry Zone. 4 This 

project, also conducted through ARTI, has been supported by the ofUniversity 

Reading. Of the three irrigation schemes in which field work was conducted under 



this project, special attention was paid to water management issues in the Kaudulla 

Scheme in Polonnaruwa )istrict. 

Due to a fortuitous convergence of objectives and activities, the two authors 

found that ihey had con parolle niiceritcase recilinq 


was being n located (itid onom(q in the] 


l with tlie w]y inwhich water 

Gal Oy- and f< ciUdulla Schenes. 3oth case 

studies relol tto the ,cI seanson, the dry seoson culfivotion that falls in the first 

half of [he calendar y or. (Cultivot ii det. rids oliosl entirely (m waler stored in 

reservoirs (tanks), aonc usually ci1ter cullivat c reil h1(s to be re.stricted or water 

deliveries corefi~lly controlled. I h( K\ ciJI!( ,h (jdy relcit (S to thei i 1980 yal I season, 

the Gal Qya study to 1 (I (it01198) '/((,sosons. IHott ( (Is.- sludies focus onthe 9 

what are called culliwi tion ieetings (k<ojn ). Iii principl, t est, of the;most 

major decisions relatinq tioollocailti011 m,(1 ctistribulion e wanter (re maode (itthese 

pre-season neetings. B.ot h studies rveal the ho lowness of the belief that 

meetings of this type are effective decision making bodies, and illustrate the kinds 

of problems and issues that have to be considered if more effective water 

managenent decisions are to be made ct the scheme level.
 

It is not the anthors' intent ion to specify how waler 
should be managed in 

these schemes or in large schemes inigeneral. Rather, the authors hope to 

illustrate how water is presently being managed, the wcys in which this deviates 

from the nominal decisions made at the --ultivcdion meetings, and the issues to be 

considered when conten iplat inc, irnproved institutional forums. 

The case studies encompass two out of several dozen major schemes in Sri 

Lanka, the fourteen largest of which all have command areas in excess of 3,000 

hectares.5 As it happens, Gal Oyci and Kaudulla differ widely from each other in 

many respects (see Table I). It would not be an exaggeration to say that one could 

ha'.dly find two more contrastirng large irrigation schemes in Sri Lanka. This 

contrast, combined with both authors' less detailed investigations in a number of 
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other schemes, emboldens them to claim a broad measure of generality in support 

of their conclusion that, on anolher level, considerable similarities exist between 

the two schemes. 

1.3 Water Management in Large Irrigation Schemes 

[Despite frequent ref.-rences by l)jreaucrots and scholars alike to problems of 

water mange nent inI lar(Je irri(ition) scwh mes, lhere is little consensus as to what 

is specifically involved. In the cont ;xtof this paper, it is useful to distinguish 

between the ploarnil g of water (illoca tior (iid(1 Il/tion. and (the operation of 

irrigation infrastruut Ire (hurin(j (I (,oosoii. i\l tliJlh hoth fuichloris are inevitably 

linked, the dlistiu't ii l in .,thI with regalrd to the tirming of irrigation 

activities mi1d to lhw the variolijs paurtili pun s III each phase. 

In almos I ev iry irri gtioti s (asoi i is necessary to have a plan for seasonal 

water allocatiorn, bath n enrms of use (division among fiunctions such as irrigation, 

power generation, adi donestic supply) and spatial distribution within the partic

ular scheme. chnical staifi Involvet in water i anagement tasks will be expected 

to produce estifllot s of avilahli: aid expected water suppiies, (i task that is 

generally easier in reservoir-hlse(d systenms thnn for r'n-of-the-river diversion 

systems. l-hey should also be able to supply eslirnates of water requirements for 

alternative land uses. 

the mairi fuiicton of irrigation I)planners isto develop a set of rules that can 

be used to allocate water according to different levels of availabilily and to inform 

users of the water conditions they can expect to experience in the forlhcoming 

season. Water scarcity can be met by reducing the irrigated area, by changing to 

c.arns rhat demand less water, or by implementing more management-intensive 

operational strategies. 
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The success of the operational phase, which involves the temporal and spatia! 

distribution ot woler du-ing the season, will depend, at leust to some extent, on the 

quality of decisions rnade in the pl']nning s tacie. It decisions are niade that are 

difficult to inplemvnt , those respons itle for the operation of the system are placed 

in an awklard pos! toi,. S)hould they try to follow the pl(inning decisions, or should 

they adopt their own plms in respor s, to short-.rn wajter availoo;lil 

Allocatioti (ictivities will tjswillly ht, iiore importart when water supplies are 

well below normal, and particuilarly when there have to be severe restrictions on 

the total area that can )e-,iriaed. In this case, there will be inevitable political 

and economic pressures to extend irrigated area beyond what was initially 

authorized according to technical cr;teria. 

1.4 	 Cultivation Meetings 

In Sri Lanka, a major event in the irrigation planning phase is the cultivation 

meeting. This is the only opportunity for authorities, technical staff, and users to 

meet together. While by no means the first stage in the process (planners 

sometimes meet first to prepare proposals to be presented to users), it is important 

because it is the key phase in the pre-season decision making process. Decisions 

announced at these meetings are legally binding for all parties. The Government 

Agent, as head of the adninistration in that district, is the only person who can 

alter or override decisions made at cultivation riuietings. 

Iir is a legal requirement that a cultivation meeting be held before each 

season for every irrigation scheme in Sri Lanka. In minor schemes, those with less 

than eighty he.-tares, the practice appears largely to have fallen into abeyance. 

This is partly connected to the often unsatisfaclory performance of the govern

ment-instituted cultivation committees prior to 1977.6 Meetings are held for cl 

major 	schemes, those greater than eighty hectares, where operational activities 

http:short-.rn
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are 	 the responsibility of the Irrigation Department (or, for new schemes, of the 

Mahawel; Aul hcri I 

Questions about the purpose and function of the meetings tend to elicit 

different answers from different respondents. In practice, the usual outcome of a 

cultivation meeting is a set of legal resolutions covering most or all of the 

following: 

(I) 	 The irrigation ccilendar-Key dates for the season are discussed and fixed, 

notably the first date for water delivery fron the reservoir; the date on 

which sowing should conrmence; the date ly which all land preparation should 

be completed; the date for corrnencernent of rotational issues, if any; the 

forrn of rotational issues; the last date of water deliveries; and the final date 

for expected comiplelion of harvest. Settinq a calendar implies a choice, 

more or less explicit, about the types oT paddy varieties to be grown. Maha 

(wet season) varieties normally require four to four and one-half months to 

maturity while yala (dry season) varieties require three to three and one-half 

months. 

(2) 	 The calendar for other on-farm aclivities-The dates by which field 

channels should be cleaned; watch huts erected; fencing around paddy tracts 

completed; and cattle removed from paddy-growing areas are fixed. 

(3) 	 The calendar for supporting services-The dates by which cultivation credit 

and seed (paddy and non-paddy) must be applied for by farmers and disbursed 

by the official distribution agency are fixed. 

(4) 	 The rates at which fines are to be levied--Fines for misdemeanors such as 

late land preparation, failure- to cl:.ar irrigation channels, and water 	buffalo 

or cattle damage to standing crops are fixed. (Such fines are rarely imposed.) 

These 	resolutions are typically reached after a discussion ranging over many 

topics and more or less liberally interspersed with particular or general complaints 
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from farmers about the way in which government officers perform or fail to 

perform their jobs. Fron the viewpoint of tie Irrigation [Department, the 

cultivation n eetinfs I ilill the followiqig fincti o s (M(ihesworon, 1976:1): 

Every enineer is faniliior with lihe nornial operating Pat terr 
inmajor irrigaion schemes.. D)urinq October of each year, or 
imnediately (fiter tle tank tills tup to (.Isafe 	level, he receives a 
notice froni the. Governnient Aenil (or an official authorized b,' 
hin) informiqg him of o cultiv(itiou meeling to decide on the 
dal cs for cultivation procedur( s. On the appointedc(ay the 
engineer presents himself at t lie neeting (and lenders (dvice on 
the ex!t"ts and the, prospc'ils for the season. The cultivators 
then pro eed to iirke ttleir various decisions regurdin-g the dates 
for the variou,; formring operations, varieties of seed paddy to be 
used, acreage to he culfivted, et:. Thte son e series of decisions 
are inade for the yala cultivatiort also, which would be ot a 
meeting in (ihoout April each ye'r. Al these meetings, t-he 
engineer's odvi ce in(y or imoy not be accept ed. 

The 	 lost sentence is cri ticl If (4cisions ore node at the meeling that are 

contrary to the tec:hnicl odvice 1hit has been tendered, the Irrigation Department 

engineer may be placed in u difticilt, if not irnpossible, situation. The author is 

clearly awire of this, he continuces (Mai.swaran, 1976:1): 

When tle erigiineer enders his considered technical opinion at 
a cultivioni mceiinq, the cuiltivators should rnike their deci
sions within the scope. of the recomnendaltions given by the 
engineer. If the decision inade by the culfivotors is detrime; tal 
to the nalional interests, then itle presiding officer (lhe govern
ment agent) has powers to over rnie such decisions. 

In providing the Government Agent with these powers, the Irrigation 

Ordinance enables him 1o act unilaterally. If he wishes, the Governmnent Agent can 

announce decisions in the forn of a proclamation that excludes farmer input. 

Therefore, it is not in the interest of the farmers to reject government proposals 

made 	at cultivation meetings, because they may then face the prospect of a fiat. 

According to official interpretation, the cultivation meetings are exptected 

to perform the following functions: 

(I) 	To make decisions about the extent of land to be cultivated, the cropping 

pattern to be followed, the calendar for agricultural operations, supporting 

services and w'ter management. 
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(2) To establish penalties for noncompliance with these decisions. 

(3) To inform farmers about lthese decisions. 

(4) To provide a forun for farmers to draw public attention to cultivation 

problems and io make complaints about officials. 

Farners would probably express vorying aqreement with this interpretation. 

Many cultivators, especially those, in schemes where the formal democratic aspects 

of the decision ruakino inachinery works hudly (see below), would tend to emphasize 

point 3. They see the meetings as servinq to broadcast decisions already made by 

officers, not as an opportunity for farniers to exercise any influence over the 

decision making process. As we shall see, the farmers' viewpoint is not entirely 

wrong, although there may not be as 1 10ch 1)1arce attached lo officers as the 

farmers would like to suggest. ('jestions concerning the functions that are or 

might be performed through cultivation meetings are central to the discussion 

below. 

It is useful to look in a little more detail at the particular form that the 

cultivation meetings presently take. This is questiona that is particularly 

pertinent in light of the evidence presented below, which suggests that the once

per-season "democratic" meeting open to all farmers is a somewhat odd device for 

ensuring effective decision making in large-scale irrigation schemes serving thou

sands of cultivators. 

Clearly, the organizational format of the cultivation meeting is ideally suited 

for small groups of farners. An investigation into the historical background of the 

cultivation meeting process reveals that the structure has, in fact, been inherited 

from that used in small schemes. Over the past century, and especially during the 

last fifty years, the scale of new irrigation projects has grown rapidly. With the 

exception of a few large-sccle works such as <ala Wewa and Kantalai, most 

irrigaTion development in the nineteenth and early twentieth centuries in thewas 
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form of village tanks (Roberts, 1972; Farmer, 1957). There was a shift to larger

scale schemes after 1931, but the Gal Oyo (l tjda Walawe Schemes, which were 

initiated in the I9/40s, dwarfed all previous projects. They in turn have been 

surpassed by the Maliawel i Programn, which will link a large fraction of Sri Lanka's 

irrigable area into n sinle integratnd system. The cultivation meeting has, 

however, been siifled from very srumll to very large-scale schemes with little 

change. 7 The cultivation meeting was an effe cliwye decision making body for small 

schemes for three-. mrajor reasons: 

I) The nnin emphasis is on the calendar for cultivation and related activities 

and, where water is scarce, on the extent and location of land to receive 

water. Village tanks sijpplying a rulimentary channel ne work, with few 

effective or permanent walar control sir''ctures, cotid l he a ianaged without 

great debcite or amany fornal (ecisions concerning the allocation of water 

once it was released from the tank. F-low was more or less continuous, and 

disputes between farmers could be settled on (in informal and personal basis. 

The 	point was to agree on a common calendar so that everyone would be 

ready 	to use the water on(:e it was released. 

(2) 	 An open meeting was a relatively effective way of representing all of the (al 

most) several dozen farmers cultivating land under the command area of the 

tank. Each voice could be heard, and there was a good chance of reaching a 

genuine consensus. 

(3) 	 Since the issues at stake were relatively simple, there was no need for 

technical guidance. Rather, the need was for authoritative and administra

tive direction and to achieve ai consensus among competing views and claims. 

Such direction could be provided by the all-purpose revenue officer respon

sible for general adminisration- that is, the village headrnan in smal!er 

schemes and the Government Agent or Assistant Government Agent on those 



schemes covering hundreds rather th(in doiens of acres. Where motor 

vehicles were not available or not suitahle for rural use, the Government 

Agent coUld iravel on horseback. As (i busy man with wide-ranging 

responsibilities, he could be expected to alttend at most one meeting per 

scheme per season. Further, or(ie decisions hod been made, it was expected 

that the vel vi der,, (11) lppoifnte(I water-nister, would nalke day-to-day 

decisions re(Jrjci q weter distrit)ution, although the Govern nent Agent still 

plays a centrol role.8 I-he agent chairs the meetings and is responsible for 

ensuring agreerinent (d conmt)lifnce cmong officers of several government 

departlments over vhi-t(1we xercises (it least a nomi)i(l supervisory control. 

These include I11w A(Ijri ltrtt€r(, Aqr(rion Services, Irrigation and Land 

Comnrissioner's Ipl)pertrents lo(gether with the, rural banks, cooperatives, 

and the Agricultural l) opvlpent Authority. 

One major feattr,, of the present format of the cultivation meeting that 

might not be expected given its historical origins is the high degree of formal 

democratic procedure inherent in the meetings. For example, resolutions are 

formally proposed ond seconded by farmers before they can be accepled by the 

meeting. As will be s-en below, these formal rules have to be widely circumvented 

in order to make the system: workable. 

The historiccl devc'opment of cultivation iieetings also nakes thern less able 

to cope with the needs of contemporary large-scale schemes. Four areas where 

this is most acutely felt are the following: 

(I) in very large schemes, such as GoI Oya and Uda Walawe, a dozen or more 

separate cultivation meetings have to be held in different locations each 

season in order to make farmer participation possible. The consequence is, of 

course, that the meetings cannot be arenas for decision making since 

sepa,-nte areas within a major scheme cannot implement independent deci
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sions on matters like waler delivery schedules. At most, the nreeings serve 

to elicit farmer responses to proposed cultivalion calendars and perhaps make 

marginal adjustrenenls, Lit the real decisions5,Ii Ii;)(, ide elsewhere. 

(2) Since each cultivation rni'etin intie lar(jer schemes norinally encompasses 

thousands rather than tens or (ifow h indred fariners an(d lbecause there is no 

mechanisni for ctoosin dJle(j(itc(s, only (I tiny fro(clion of all voices are 

heard. Attendane e (i it varit' widely (sC. ihlow),net ings % (111(dv(, V( the best 

attended only atirict (imninority of fa(r ers. It is not unconnion for 

meetings to fail to have a le(gl qutjoruni. Under such circurnstonces, almost 

automaticailly. the ( overnm en? Agent suSlendts t, I(,(jl re(utireiments. It is 

clear that there is no vilicl /urdstick for asst.ssin (J the representaiveness of 

farmer views (x1)res'd (itthe rulctin(g. I ven if de, isions cre nadu with 

reasonable aigreenren t Ly those pres(rt, dissidcernis can always chaIllenge them, 

sometimes with (jreat effect, claimning that certain categories of farmers 

were not properly r-preserIed. 

(3) Cultivation metings can. at Lest, make general decisions regarding water 

delivery calendirs and rotitions. ()inc(, (chv-t1-day decisions have to be node 

in line with particular wenthcr lCt terns an fIiuld-level water conditions, 

which cannot be known before the season caomolnces, general decisions can 

only have a linited irflirence on shor - term questions of water distribution 

within the total schenime. While there is considerable potential for discussing 

strategies to be adopted in response to we(ither and other variable factors, 

such discussions are not incorporated into the cultivation rieetings. Water 

management, particularly Irom the fa(rmer's perspective, is a process of 

continuous decision making. levertheless, cultivation meetings make deci

sions that will not be implemented for several months and that may end up 

being irrelevant. In many cases, modification of these decisions becomes a 
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complex procedure involving ofticials who are not directly connected with 

operational aclivi ties. 

(4) 	 Cultivation meetings are chaired by ihe Gliovernnent Aqent, whose position is 

subject to frequerit transfers. I is. uito cormnon for a (Governnlent Agent to 

be involv.I iii no more t ar two or lhree cultivation meelin(js for a par ticular 

area 	before I,, r I[lotI( 	 moved. only fo(es he lcit l, tuliitcal eXperlise, bi he 

rarely has in to ( evelop any deIl l(,iid knowledgy( of Ihe local physical, 

social, and ngronoric envirortim(,nt. irI tIheory. tis knowledge can be supplied 

by the Deptuitly Di re I or of Irri oation r( sponsibl(, tr- Ih( sChere and by other 

senior officers. lItkl, in practic-, Ithes, (,tficils ar. olso ' tibecl to frequent 

transfer. I h( orily cadr(es who d.veloI1 (i mor, sound knowleedgc, of scherne 

conditions (ire- itimor olfic(ers, who hove( a relol ivel,' rminor role to play in the 

decision r,,k inq pro e.mss, , I I rt Itoil pcr rt) Ylv witthin t he Irrigation 

Depart rert, they ha.ve o ajor oper(it omil role. A consequence of this lack 

of accumul(ited (Xl11ri among0w senior officials is a tendency to view all 

sche' r es (1 Ilt (li ll y siiiIr. 1hal is, (dccisions mnade in one scheme are 

assumed to I). g.(in( ,,i fo,oproi c l e for other schem es. 

As will I)e s( fron I1he detitls of the case studies presented below, each of 

these faclors hus (i silnificmrd eftfe't on Ihe cultivation meetings and their 

effectiveness. Let ore presritt(iqI tiw ,(ase sI tiles, we will first describe the 

administrative struchri re overse-inj irrigalion and then introduce the study loca

tions. 

1.5 	 Administrative Structure 

Administrative responsibility for the operation of large schemes (those 

serving more than 200 acres) is vested with the Irrigation Department (ID), which 

functions under the Minisiry of Lands and Land Development (MLLD). The ID has 



its national headguarirs it Cololb)o, wilh a )irec Ior of Irri(otion and a nurmher of 

Senior Deputy indl D puly )irectors (DO'). Soinw iw(mr(, of decentrallizat ion is 

provided for by havikgq v t ,adinq(J up ,uch r(it,(, (ori area roughly atupt [ irmois 

the level of (J,i dist l h, (JoNW, 1nNili(ll r., 1)1t (v)rr ,s[) cmn iqg to hydro

logical au(l's). t Jn (owett ntilll)h(r s(tlieu I ,,' h (ae(Jenerallywpl( O 1 of (projc tts), 

headed by (inIrrig(lo i(0 IVjii,(,r (W I) , 1h1) : I (ii, , s( tl(iI is soi'(.-ti es divided 

so that s(veral It s oq ratt i(n ipro icl (ire(i. [ lu 1h,, :.,( ,re levei, .here ore 

areas under the respoosdhilil tf (.o 1tcluical Assistant (A), vlni has some 

engineering trai ing hlo is not( traind(engineer. Jnder the TA are u nurnber of 

field stll .--. ,NtiN(lint r ;rn(, Overseers (also known o.IL Work Supervisors), 

Irrigators (oper t 1hiI ; I(.s off 1(brunch ca(nals), (riairnte

ti .. is glraphically ilhslroted in I igure 2. 

IN, 11100 (u1d aid Laborers 

nance and other ,:In I ti , ( inc(ti(J( 111.11 

)The rane ( Del it y i)ire( IOr is respr)r)sihle to his superiors in the ;rrigation 

Department on teel 1 carllr(cIt rs, hot cilso 1c the (Governrnenl Agent (GA), who is 

the chief u(1111inislrali , off1i i for Ithe distric rind who h(s coordinating authority 

over ail ,opvn runl offiors within t111 r I. (Sin( runges and districts do not 

exactly (orr .sp,)rl, lisi irl itseI cre(alet,, prohloni-,i arI ftrom die difficulties of 

the )l) servin 101 ,riica siperiors.) 1-he (,A is assisted byMNI and ad l inkstraliv e 

Assist ant C overntrm nt A ols (A(:A), who have coordinatilg responsibiity for AGA 

areas (fornerly 9istrictl P 1)-i* areias). ILs und TAs have no formal link to 

the AGA (as Ihc M)l) I as to h, (, A, NIO tie AGA oflen finds himself beset with 

requests or cri iciso is revolvirig arotmdfI irri galion..--t lhe arnount, timing, and 

distribution of water deliveries---so thlat ivolvement of the .!,AGA in water 

management is comron. 

At the fild level, the TA and his staff will have as much autonomy as their 

ID superiors allow. If the TA and his staff are not judged satisfactory by 

influential persons or by large groups, mnatters are takei, up at higher political and 
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adrinistrative levels, withl the effect that decisions at the field level are often 

overrulfl, or (ifleis scrut ii..'' frow obove hy (I mrilt)er of Parliament a,, 

through 11) (idnlilistruti,, off;(iuls. Ilie lillistry has n. otficiul oherut ioA l rWe in 

n lt, w isC(Ou,c r-ed witlh w,:leO 	 policy. Aswater 	riml(pil(ig lt j!i,i r muli(li(,iient it 

has 	 litlte t(clIui( fi ,:iFt lisi (m the sulj ,t, h %(v r, (((t1,tn(,1 t if) policy 

ditfi il l, I vinq ill(' (Ilulod ,viti 

staff wvheni 1 haters of 11)interest (Irt. sild iI-..m liiI tii se,.ks to uchieve 

flatl (r c:0n Iw ( 10 ,w it ltII) 	 it (IIlur(pe ind united 

iml (Il a 01policy 	otj,(AlivY'1 1 M inlui cerfoin ilorm i Iyof o0per(uiiowIs t hr iljI he rnge 

DDs, 	who ( , if t e middle."(ri III It, sic "m(n /t l, In to deool w,,il A! tie local 

prohl em s (1n1dimust hI, 1 io li of (l((Iptiye(li ill ipkeihu o F ivi or (usually 

seen hy the (enter us "llviati(mO). VA, (re iot (x( (i ! ht(, . witlh such 

t Ir
adrulin stral tve issu(s ,x tl ( theyl 1) It o I)((I hl l -o(.( IS .s i wIlt I(l i agerrent at 

the scheme level . now turi to a ce ideralion o te 1\,Iwo schemnes. 

1.6 	 Gal Oya and Kaudulla Irrigation Schemes 

De ailed uccotnis of th!,e clructeristi-s (o he Gal Oya and KauduIlaphysicut 

Irrigalion Schemes, riny ':)e fotindl elsewhere. Iler,,, w- imly wont to indicate the 

major 	canlras is that (xist Iulween th I .,o scheimes. This providles s,,iie context 

for the case sttldies ulid help,: o jslifv the (laitil that 1h1 siilirilies between 

these diverse schemieus provide sot11,basis tor (enerm]/izal)l, conc '(sinus. 

The main ditfr.nces hetv.een the tvlo siwheles ar, sketchied olt in Table 

on the following puges, nd there is i tile need to lA15orutc on them. Almost all of 

the differences many be Iracel to tv/ 11(ir sets of cordtrasis: 

(I) 	Kaodulla is a recetly developed proj ('lin /inhi smll alounts of Iand (Two 

or three acres) were given to ill11igran t setilers. ['.o private lands are 

incorporated in the schmeno. In conorust, the Gal Oya areci inclLIdes 

substantial holaings of privale lands, often in large blocks, and there was less 
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Table I: 	 A Summary of the Major Differences Between Gal Oya and Kaudulla 
Irrigat ion Schemes 

Gal 	Oya Kaudulla 

HISTORY 

I. 	 A new scherre, begun in 	 tlhe . An ancient scheme in disrepair
1940s, incorporating al)ot 25,000 reconstructed in the 1960s. 
acres of previonJsly irrigated land 
along the Gal Oyci Niver. 

PHYS:CAL CHARACIERISTICS 

2. 	 Probably ubont 10,000() (cres 2. Irrigates about 10,500 acres.
 
receive sone irrigatiion wl cr,
 
although le nominal canimiind
 
area 	is about 130,000 (1 res. 

3. Water 	 is ,lruely s(:(ar:, in 3. Water isth, relatively more abun
yala season wheni less than half of dant.
 
the conmand area is irrigable. 

4. 	 System incluides (i large number of 4. Irrigation water only stored in and
sina!! tanks i)artiaily fed from the supplied from the main tank, plus
main tank rind channel systern, 	 one small tank at the tail end of 

the system. 

5. 	Operated us a number of partially 5. Operated as a single system.

independent irrigation schenes.
 

6. 	 Includes largje holdings of private 6. 	 Includes no private land. 
lands incorporated into the pro
ject.
 

7. 	 Includes large areas of encroach- 7. Includes relatively few encroach
ed lands. ments. 

8. 	 A high pruportion of soils are 8. A high proportion of soils arewell-drained, red-brown earths poorly drained low humic gleys.
and 	non-calcic biown earths. 

9. 	 Terrain is somewhat rolling. 9. 	 Terrain is very flat. 
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Table I (continued): 

Ga1ya 	
___ Kaudulla 

PHYSICAL CHAttACTHPF)ISTICS (continued) 

10. 	 Sugar cane (10,000 acres) is grown 10. Paddy is the only major crop irri
in one part of the scheme. gated. 

II. 	 The system is self-contained. II. The sy -Iern is now linked to the 
Mahaweli Project area and can 
receive Mahaweli water. 

12. 	 An irrigalion and power genera- 12. Solely ain irrigation project.
 
tion project.
 

SOCIOPOLITICAL CHARACTIRISTICS 

13. 	 Divided between Sinhlese and 13. Sinhalese farmers only.
(mostly t(il end) I,:rnil and MusHim
 
areas.
 

14. 	 Divided between two adrninistra- 14. 	 Falls within one district and one
tive districts and three irrigation irrigation department range.
engineers. 

15. 	 Located in a remote con- 15. inarea; Located one of the most de
sidered an unwelcome posting for veloped parts of the dry zone;
most officials. considered a reasonable posting. 

16. 	 A substantial number of large 16. Few large land holdings in or
land holdings in the scheme. around the area. 

17. 	 Relatively high levels of land- 17. lowRelatively levels of land
lordism and economic inequali.- lordism and economic inequal
ties. ities. 
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Table I (continued): 

Gal Oya Kauclulla 

SOCIOPOLIiICAL (I IAI-ACLk ISTICS (cont inued) 

18. In he Ilow.r priions cf ce 18. Power is mainly supplied by draft 
schenme, i.actors (r(, the maif animals, which are distribUted 
source of dr po1\-r ctrclor landowners. lractors arewft ond arnongj
ownership is a means Of capitul mainly hired froma outside the 
accumnulrc ljo. JI 11w tjpper end scheme.
 
areas, draft (nirrmols predominate.
 

19. There is consid,ribte, trcsion arein 19. Farmer-of ficer relationships
the rektk ship tlovI , , i Ui irrs generally good. Violence is rare. 
and governi 11( ol iccr,,. Ihere 
is aIhistory o! violetice Ibetween 
farmers. 
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equity in ollocalion of land holdings to settlers, a significant number of whom 

came from within the Gal Oya area. The scheme has been established for 

long enough that further inequalities have developed arnong land allottees, 

and landlord-tenant relationships hove b(come well enitrenched. 

(2) Topography, soil, and the relationship belween water availability and irri

gcted area make water Much less scarce in IKandullIa than in Gal Oya. 

Consequently, the problems of inequality in water deliveries between "head

enders" and "tail-enders" are much more marked in Gal Oya. 9 

The interactions between the various factors need not be discussed in detail. 

Suffice it to say that compared to Kaudulla, Gal Oya is a far more difficult scheme 

to manage. Not only is water more scarce, but Gal Oya's channels cut across 

administrative boundaries. There are conflicting demands for water between paddy 

and sugar cane growers, and responsibility for operations is split among three 

separate Irrigation Engineers. Even before the scheme was developed, there were 

significant socioeconomic inequalities in Gal Oya, and these have been exacerbated 

by inequalities in access to water (Abeyratne, 1982). Because these inequalities 

largely coincide with ethnic boundaries, water management is even more difficult. 

It is commonly said that if water management can be successfully improved in Gal 

Oya, it can be improved anywhere in Sri Lanka. 
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NOTES 

I[he prominent Sri Lankan historian, K. M. DeSilva (1977:36) writes: "No
doubt the maintenance of this syslem in good repair, apart from its expansion,
required a sophisticaed muachinery of odrinisirafion under centre! control. But it was the permanent insTitutions rooted among the people village levelat which
ensured the surv-cil of the systern during the periods of turmoil which were a
regular feature of Sri Lanka's ancieni hisiory." 

2 See, for example, Chorlubrs (1975); Murray-Rust and Kramer (1979); Moore
(1980a and b); the papers of the somninur on Land Settlement Experiences in Sri
Lanka held in Colombo in April 1981; references in these docurnents; and numerous 
consultancy reports. 

3 Details of this research are available in the 1980 Sri Lanka Yearbook of
Water Management Research. (Colombo: ARTI, 1982.) 

4For details, see Farrington et al. (I1980). 

5 For a list c large s-chemes, see Farrington et al. (1980:7). 

0 

OThese committees were created by the Paddy Lands Act of 1958, and the
members were to be elected by all the farmers cultivating in a given tract (yaya)of irrigated paddy land. The committees were made appointive after 1972 (with
the governing party exercising a predominant role) and, because of their politicization, were abolished in 1977 when lhere was a change of government. These
committees are discussed in Norman Uphoff and R. D. Wanigaratne, "Rural Development and Local Organization in Sri Lanka," in N. Uphoff, ed., Rural Development
and Local Organization, Volune I: South Asia (New Delhi: Macmillan, 1982) pp.

503-08 and 522-28.
 

7The exception is the very latest phase of irrigation development, the newlydeveloped "H" area of the Mahaweli Scheme, where water meetings are not held. 

8 The traditional position, vel vidane, was abolished in 1958 at the time the
Cultivation Committees were created. By custom, this role was usually monopo
lized by better-off (and better-connected) families in each community. Althoughthere might be some consultation with the cultivators in an area, the appointmentwas made by higher-level authorities. The role of elected "farmer-representatives" 
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NOTES (continued) 

was introduced in the Agrarian Services Act of 1979, and, given local familiarity
with the vel vidane role, the new position is commonly called by the old name in 
Sinhala. 

9 There are a wide range of daia now available to illustrate the development
of socio-economic inequalities between "top-enders" and "tail-enders" in Sri Lankan 
irrigation schemes. These have been prepared for publication by the second author 
and others (Moore et al., forthcoming, 1982.) 



CHAPTER 2: THE GAL OYA CASE STUDY 

2.1 Scheme-Level Conditions Affecting Water Management 

As indicaled in Chanpter I, both the scale and complexity of the Gal Oya 

Scheie are such Inii rnny decisions have to be made at the district level before 

cultivation rneelings ore held. [he District Agricultural Committee (DAC), made 

up of district--level off icials and chaii-ed by the Government Agent, hos to consider 

the water situation and needs for the whole area, though, Cs will be seen, there are 

still many unresolved problems of coordination despite preplanning. To understand 

the nature of the proposals presented to farmers at the cultivation meetings, it is 

first necessary to examin)e the scheme-level decisions that a,-e made and the extent 

to which they can allow for farmer suggestions or changes at cultivation meetings. 

Four major criteria have to be considered by the District Agricultural 

Committee when formulating the overall plans for any season. These are 

allocation of water among uses; allocation of water among areas; coordination of 

water deliveries between the different areas governed (presumably) through 

cultivation meeling decisions; and the relationship between the cultivation meeting 

areas and the channel network serving them. 

Allocation of water among uses-During the planninc phase of the Gal Oya 

Project, it was envisaged that the main reservoir, Senanayake Samudra, would have 

multiple functions. Not only was it intended to provide irrigation water, but also 

to act as a flood control structure for the Gal Oya Valley, to provide domestic 

water supplies for most of the settlements within the scheme, and to supply water 

for power generation at the headworks at Inginiyagala. Locations are shown in 

Figure 3. Before each season, water in storage has to be allocated among these 
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purposes. Actull y, this hIs not been ( very con 1ix Io,,k hl( u.,- rr igoti on needs 

take precedence, cnI the vokiume of wate(r i the. reservoir has rare'ly been 

sufficient to s1StyV I pitrl oso. beMt (iut (1)t 11 roiliA tp (iot si tite that 

whenever t e woltr instora(r, exc('e Ils 5O.( 10 (Inra t t r- est, a:n be made for 

either flood control or power gjenera,;,,n ofoi~iti,(it.it for irrigationI' releuses 


(Irrigatinn I)tp~atnient (on(d ri an<ai I,. tri( ilv 
% ol, IYtt(I). It storage is less 

than 5010M)O0 Mc -letl. r'1sc 1 ()111" hnl mKA in(Ie iignition needs or drlrestic 

w(at('r ', l it water , 1 I tidedtol ,jIh (h , ' throipt, .heiri)ri.s (t th, power 

Station whentv IV I ('(151 P1 e. t)inlt p 1',,5 , st,,tm h(i5 never pxe~teed 500,000 acre

feet (indeed, t he re.s.rvoir has unly reachld full (opacily twice In over thirty years) 

so it cur he t initd that roost releases are for irrigaotion andrloriestic use. In 

fact, in 1981, ditriruq the noitional power crisis, the Irrigation Departmnent refused to 

allow s[peci al r(Ine s's for power nerer.c on W, a .se therte was barely enough water 

for st ' di crops. 

For most of the year, donnestic wt'r requiren fts re covered by irrigation 

releases aislong as each port of tIKe ithen ' is atfleast tiially irrigated. During 

1he peri0( betw\Ven the end oft IN. yI s son and tit onset of the rnoha rains, 

specific (Joij(,tic relt,i,, sorntitre.5 finv(. to Lt, imi p., i)ut this has only been of 

imiportanre( in the losr I,v., years,. t eitr, 1/I , tfile d- for:to sirig(gering of 

cultiv( tion schedules ineont thal irri(J lior rel.oss were nodle in l ost every 

month of the year, except wheq, there was( sitf icient raifaoll to ineet crop needs. 

After 1917, when h, volkirne of w(ier in the r,'serv,air w(ois rednced because of 

alteratioens in rainfrll, torniest ic( v,.ter issie iQegn to present a serions problem. 

The inain .1lloc lion decisi(n to be mode is betwer crops. (,al Oyi is the 

only majir scthei re in Sri Linko whiere there is cj substait i(il crea devoted to a crop 

other th(n paddly. IDuoring he initial plpanninj of the Go ()yo Scheme, itwOs 

anticipated that sugar cone would be col tivatied in several different locations 

http:oi~iti,(it.it
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throughout tihe areva, but IltiIIatty sobstinlII al areas were pc1anted only on tie 

Right Bank. At preser, I there are (iboul I(1,000 acres of sugar c'one plantations on 

the Right Bank, c(.nt,.,rd (ilrojnd ihe, smiar tm tr ; (it H irogorani. 

The first plcintimj of (( (, fie lds did -mt (OIiitrR. ( ilthe early 1960s, and 

the annual increase in (Mrr(J(,m , ha(,Sat (re(i. -r' not appearsi It (o to have 

been any waler )ro letl(is o(11a . i rtil the (i(j hq t (-)1 1173, when thereii mirkI 

was a severe te(it(,r shortajI. fow(Ir t thi((-tIjl (,It!w Y,i wi,,ofi. idt'omjh good 

rains fell in lo.Ie 1973 (indt r lnistlw,(d , ( S q pIlie.s ,(tmna (i/ theIli l(e (Wict(Ira, 

Sugar Corporati( wW,, s"ltfii,(rtl,' (oncerned bod the tt (I (Cabinetnr, that 

decision was Iade, to (,('vpmiority 1(,S J(r pro )(tlfol ov(,r l(ldy.2 When the 

1974-75 rainy season tailed, the hi ujar (Corp)raiio was (issor( ( by the Prime 

r :Ir Irrigation
Minister hat h1 77 decision wo(tl OO,tmlielft( I. He eI)epartment 

was instrucleci to onsure (WOr(]s v'i.*dthat suq(ar Cii; r('( their normal cillocation of 

water before any allocations were 01000 to other p(rts of the scheme for paddy 

production. 

Analysis of Irrigation Department records indicates that, by and large, the 

sugar cane areas on the Right Bank have received (osi, if not (;iat their water 

allocation, even when there have )(en significant shortfalls in the amoun at water 

available. Whenever water in storage was gruater than 300,000 (acre-feet aitthe 

beginning of April, the Right Bank areas have H(,en iven their noridna cII localon of 

100,000 acre-feet for the yala se(wsn. If stora( was helow ttis level, water 

deliveries to the Right Bank would be r(,d'jced, )ot the percn-tige reduction has 

always been far Ievs flan thal made for the iver DKDivision or the Left Bank 

portions of ft,e scheme. 

It should be stressed thct the allocation patterns described here have been 

derived from our analysis of Irrigation Department records. There is no evidence 

of a formal set of operational rules for coping with water shortages. Rather, it 
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appears that tihe lrrgolion In iineer in charge of the schen e slightly reducd 

deliveries to t h0it Bank whun wafteor w(as in sthort Siil)ly while more d1s1iccilly 

reducin-g di(1liveries to the other two (tivisionS;. (;iven that Otre hov, been several 

different n(jine( ri ros5p)olsihle) for Ihu, schen0 (turinq the ten-year period analyzed, 

it i.s suprisrsnq Bo. on'J. ct ciilintfcc , ttr . ,eve been. Theseium are 

d iscussed hcl, w. 

/Allo(ationot wat er rnionJ (lreis.----Once the wrter al location for sugar cane 

has Been irmi(liI., )l(linerN have to decide how to divide the remaining water amiong 

bfighl Han.r Iivir D)iversion, ,nd Left Has rk iaddv areas. Ago in, here do not 

appear to he any strict guidIelines or rule.s, hut the Irriqoilion )epartmoent records 

show considerahi (onsistency in Mllo( ioliois (PV tin, )rt ten v(ors. hiu sir plest 

task has been allocoti Ar p(txidy for thp 10i t 14Mk. Ilu ac"l reqiiremunts for 

sugair ,7( ne are est1(. te t Irei idr-tey/i(., or 11tFhe (Ir/ season, for a total of 

50()0f) orrn,-fee t sinor. A emar-seu,.or iww"Tvr, Itr( Si(jar (Wroration worl<ers are 

governren (Iip1oy.(,s, ithey only work 1rinq] (Iqyu (ht hou rs, and more water is 

needed than if (ontrih,,s (dIliveries were riork, into the sugar fields. If the 

Irri gotion [)ej1rlr r t n s rues (joudrlt, 10t I ini iii 1 rrro' nt--e q., 100,000 ucre

feet.--there will h)rt i.rn te to tijcrowiter irrinate -r:t planted in, sugar plus 

about 10,000 orrs oatp dv :ayltivate(J irarea k to the sug(ar estates. Thiscijacent 

has the (Rd,,!fvtj(1 0I loNi; uj exatll ,si \, reiisv of water thee drainage from sugar 

fields as wK.ir cirri(]e watler frorr in(dtependent scher es upstream of the Right 

Bank Irrain utlmmu),i. 

It is onliftor y staled thait there is a policy of ensuring that water is 

delivered (dorkyihe yrllt s(qison t) my area that wais uri(Iltie to grow a maha paddy 

crop. In alimost all reo,,s of the (-,ii ()ya Syol)en ,, itshou1ld be possible for farmers 

lo obtain a rnaha crop, even ti it is entirely rc'infed. -1he exception to this are 

certain parts of the I ,iver Division, which suffer fronr flooding during the wet 
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season. These areas (ire cll close to the coastal lacjoon. In order to get water to 

these tail-end cire is (Iirin y(iln, wa Iler has to How iiro('gh nost of the River 

Division. As a result, rmost of the i,ver Divisioi, ;es tIwo pad(Iy crops a year. 

However it should he st(aed lhci the iinounl of w(it ,r (lllocute(d to the River 

Division on (i per-(cre t is 1(1,>, to I)(, lower thi(iii for Ohw rest of the scheme, 

partly bec(tuse joilt,Ilss well droifed (inrd portly b(Iouse there are considerable 

opportunilie.s for reiuse, -if w(iel.r thot (draiins into the River Division from both the 

Right and L 4f t( a i (,res. 

The net resulI is tht when water is in short sjpplly, the tmain reductions in 

areci (ore made in the Left NInrk portion of the sc h(elie. irrigation Deportment 

records indicate thort [here Ihov(, beeri jreater fIt o t i lions iMboth he total area 

authorized arfid Ith(. volunire of water delivered to the L(,;t HLnk than to either the 

Right Bank or Rivr )ivision areas. If water (!Ilocal ions to the, Right Bank and 

River Division (ire thracted from the toial storage available, one finds a fairly 

predictabl( relationship between remaining volume in storage and tolal land 

authorized for cliltvation i Left Lank arecs over the past nine dry seasons 

(Figure 4). Eh-Iere is eviden-e that, regairdless of how mituch water is available in 

storage for the L f4t Bonk, it is niot possible for the (uthorities to agree to 

authorize less th(in abojt 12,00)0 acres without corin into serious conflict with 

politicians acting on the behalf of farmers. In all years when the water in storage 

was well below nonal, the Irrigalion Depart teninitirlly recommended authori

zation for less thanI 12,000 acres for the Left Hank, )1t, in every case, at the 

District Agricultiril (Conmiittee meetinq it wus obliged to raise the authorized 

area to about 12,000 acres. If, on the other hand, stored water was at or above 

normal, the Irrigation Department could expect that its recommendations would be 

accepted as long as they exceeded 12,000 acres. 
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In addition to proposing a totalcirea for cultivation for the Left Bank, the 

DAC clso has to allocate this water arnonq areas covered by different cultivation 

meetings. For hydrologic ind ro ncierial reasons, land culhorizaton has alrmost 

invariably sta:ted ait ihe head o ti e Lef Bank and proceeded downs trear until the 

total area cii thlorizl/(t has 1titei (illoc(oted. Head-end cultivation imeeting units can 

therefore at(lways exp( "t to rec iiw, c t b-orizotion for full cullivation, middle areas 

have u reasomi)lkm expectciton e it least sonie oulhorizoion, while tail-end areas 

have litle or rio )ro.spect of (Jettirtg an irrigated yale crop since water supplies are 

never sufficient. It is always likely that there will be problems for officers who 

have to attend citlivali or meetings in the niddle part of the scheme in those years 

when only the minimriuni area *sto be authorized. insome tail areas, meetings are 

never held. 

Coordination of Cultivation Meeting decisions-Because the water flowing 

to each division of the Gal Oya Scheme is ultirrately controlled by that division's 

sluice gate al the main reservoir, it is necessiry for decision makers at the scheme 

level to ensure lt I N, (irrived for of cultivation meetingslht decisions at all the 

within each division (ire corpuoilile. TIhe easieit way to achieve this is by agreeing 

at the District Agriculturl CorriCmmittee meeting on a basic set of decisions for 

presentation to e(ic(l rctlivat ion mreeting. Of particulr concern is coordination of 

the irrigation calendr for all rreias. When operational plans cire discussed at 

cultivation meetings, it is clesirable to he c)le to )ropose and agree on the some 

rotational calendar for cill wil iln single division of the schenie.areas a 

As indiccted in Chapt or I, soliciling cigremrent oin tlhse two issues-the 

calendar for cultivation and the schefide for rotational issues--.provides much of 

the original purpose for cultivalion meetings. Yet, the phvsical layout of the Gal 

Oya Schere largely prohibits farner input on these matters. It is therefore not 

suprising that farmers view the meetings largely as mechanisms to inform them of 
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decisions IthIat have (ilready been nade at a highe: level, rather than as a forum for 

farner inpts ilnto the decision mnak<in pir( ess. I1 is i, this context that the 

comparison of (al Qu (nd1 A-iudhllti is of iuterest. Alth(oql ler(. ;s only one 

ieeftim]J
culliv -tio r , r the entlirc l(111(0111 area. itstill iargelly serves (Is aI Vehicle 

for raitify a K S (it IB I)A(" I.'l, ij ,l. 


lhe fit Iwtv,';' I l/rol Brh i it
h o(i, v, ho,,il(i s-.....--Ihe Gal( Oya
 

Scherne is oniquo witdIK i Luda W tortis of the t111 
 Myit At i IS PUOdiies. Inr 

addition to beinq s',hdivi(ld ird11 eitjihit,eparohol l iv,iliorn iI,,l (iwj or(,\i, the Left. , 


Bank Division Ili(j IrriI( ters
is als,( split r1, Ir(' ion II 'i (1and hltwe,n two 

districIs (tIQ to' 5). Ii,, tisc ,v I=)A(W.I B iOil OH'i ifIvol\/( i, Coor(lination is 

difficult. I ui ,i (110(, I i t etlWo rftIraisftr of rospor.si:illio, lwe n diff(.rent 

officers (it u(lrrdiatisirtyl )(, idlrits. IJvlhr the hot of circu iisl nces, this would 

repres nt n s *riow !,ol i'!ii, ili ii (al ()ya it is i tule , .(tr, 'ecoisothere is 

frequenly a Il(., h. i(:111 (i(liiinisl r ivye )1o la rics.f tiiii tiydroflu 

I his is llw.1 '.i',,t' v lilt t!loii(j ItII,otiydar hetv. i A ipcnar(l nd intticaloa 

Districts. I -l (WisfAoI ha iOs own (,o,.,niirwil At frl' , ils o-wn DAC, different 

Irrigatioi ! n itrt na fi(:1(t staff (iril yet, in no ( o.,is , w(y strwcture along 

the channels t.lI(,r. thy 'ross Iroi (tie disiric! to ather to monitor water flows. 

Downstre(iii offIicers no \A,wov of ,ntrolli)I the I tliig or voltirne of waterI .,0., 


issues cotii(j inl( tohir units, which (rte tixider t1e: (llhority of a completely 

separate sel o offic-rs itfstrcqii. IHis has rewsulted in txflirls between officers 

from ie two (listricts. a silhit ioil(qfq(Jrv(il .(Iley tle coirt.idencc ot the district's 

boundary with tIc ir il divisoiti l! ith(ll (10(J1 (lrliil aIreas.,tween 01111, 

Fven where Ihere are cnlrol srijcht;rs present af the lower end of a 

cultivation inieting nifl, the (lownsire(nli officers remiain dt peident or the action 

of upstream officers to deliver wafer to thenmi. Iniheory, the prcsence of small 

reservoirs at 1he head end of a unit should allow field officers to regulate flows 
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into 	 their units. In practice, however, this is not generally frasi le since the 

s torage capcily of thre, of flhse reservoirs (Aligilclje, W flacqrria. and Werragoda 

Tanks) is very sn;(fll in proportiorn IC) h(. flow )iCs sinq hrjl ijh tl w reservoir. 

Substu(rlinit ildif C (1Aimt)no. of im-nOniq disurvi .qet; c.UfJi il/ he m(m(1, at l---!iniidijrrawa 

and klovakiri Kink".. V!, storage (-p(rcily iK stifAi:ieri to mak01 e releases 

indupendu itl, ";lurt-t(illi intlo1w. i( ed ,,((,',Jl(-l<iri I(ink is Iirq, enough to 

enacble the rriq(o ion I),'plir ,en t t) iih(il it ,t i v ;ii(,n 111(] t( p(arts of tle 

Left 	lcnl- Main (inid oi nn'(I kir(( lyiiiq ibelow it (s a s,_cirrte iriga ion sysiern 

independent ofi (iii~i/<i, briio lr(. (.)-ly in puriods of te(ivy rain durinC the rnamdl
 

season are ufforlts r lt, to aonrent the vol ill. of woter in storage in Navakiri 

Tank by sending rele(eSs to it Ithrounh tn, Lil Hnk nin. 

2.2 	 Water Availability for the 1981 Yala 500son 

The initial sioges at th p1anni ig process in Gal Oya for a yala season 

nornally take )aice in 'w(rly Februiary , towardI the end of the rnah(] season. At this 

time of year, it is usually possible to (. iniclte the availadility of water in 

SenanCryike bmlllrur for tl cormig ',,11li season. This (IllowV, e[ougjl k(( tinle for 

governrlent de)(n11-Int, (ind (igelic s to (akenCjri-il rillor in )uls (ivc(iilcble to 

far-r-ners bCfore eultivihion col ilierlces i April. It has ben trodiicanal for the yala 

cultivation, to conlrience iinirlhmIIely (fler the Sinhala and arrnil [,,ew Year, which 

falls on April 12 and 13. 

3ecause 1981 was an mius i l yala season clue to a shortage o water in the 

main reservoir, it illistrut of th; sume the, weeknisses in flhe existing structure and 

operation of Ilv' irriq']ilion sys te: . By ite J(nuary 1981, it wars clear that the 

water situation in (,crOya was extre irely in -roiising. Foiql volumre in storage at 

Senanayaka Sarnudra w(is only 135,000 ricre-fet, the lowest recorded level in any 

January since the reservoir was corapleled in 1952. This was completely 
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unexpected as the reservoir bad Keen by no means emnpty (P the end of the 1980 

yala season. On 31 (clober 17080, tiere were over 100,000 acr:'e-feel in Senanyake 

Sanmudra, the Ihi lest level aor that (ate for over ion years. I o)w(ver, lit, rliahi 

rains were vry poor, wilh omnly .9 ir-h's (it ruinmtall ret ord, in Arimora during 

December aind Ja Wttmarv * (Or Iiptiraci to (i) tirc j, f f2o26.1L incho'. 

The docreased rainfall had two Iriajar ,tt:¢. I irst, inflow into Senanayake 

Saoinudra was w"ll Ihlow I nioril tII orir ,,() n,toriflts vvh,.i i ,osi inflow occurs, 

and second, tere si,:oitionlly iir-reti d deittottdswvr for the delivery of 

supplemental irri ljcion water lor urta crops. Me arniral ie(lirnq (niitonc I)istrict

level officers in Jrnury was thad i tiaN s iot'ld ha cbtithor 11iz for ,olci ujlivjtion 

in Left Haink (moi s,(InWtro(J. Wil t oI,,uffirit Ioi i atl dir rqloi iin.mns on 

the Right Bank rod to prcvi, (toiv t wider s,i as I,lt '(j.ot the schemie until 

the next rains cn e h. toleA ,'iij % l,, tr r or S)AouTr. 

The situaion Hos'akiri'lwv -ank. .aos n1ot (s siOj.s. I y the end of January 

1961, there werr 27,HO w,,e-feet in siorcige it) the lan1k (56 )ercent of total 

capacity). It wcs expectid tler wol It- sfficient wler for at least partial 

cultivation of oth F ivr )ivision "rid . lahink drr (ri, .rrvod by Hiavakiri Tank. 

Although no de(:isions h beer, !ti(it rt1(jit(r!in(j lol(; lt'llt(j(, to be authorized in 

these areas, it was priipoed that (:jltvtli(iii mstelir11 h fldl in iate February in 

the Batlicalon istrict portiors of the sittaime. 

ihe woer situaliori chunoirt! diitali (illy it early F-ebruary. Between 

February 4i ari(I [ ebrutary 8, (i ot of ot 8.8 inch,. of rarin fell at Ampara and 

considerably more in t ar ((ilchniant (ri of Swiotanayke Sain)dr(a. This rainfall not 

only halted the derriand for Miil pk ,jV(.it rmlirrigation of the .'natt crop, but also led 

to a significant incre(rs, inFstorane in all res rvoirs. IHy iid-February, Senanayake 

Samudra had 195,000 acre-feel ir, storage while [Havakiri -' ank rose to 39,500 acre

feet, or 80 percent of total capacity. lBecau'.e of public pronouncemenls made by 
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district-level officials in January that the yala season was in jeopardy unless 

rainfall occurred, these officers were now placed in c position where some land had 

to be authorized on th L( I [Hunk, even though storacge levels remainedt well below 

average. In t he previous eleven years, there had only twice been lower storage at 

the beginning of Morch (in 1975 and 1977), and in all other years there had been at 

leasi 	335,000 acre-f eel.
 

District-level officials were faced withia difficult 
 set of conditions. On one 

hand, Navakiri onk w(is nearly full, (ind(I areanormal could safely be authorized 

below it. On the other hand, Senanaycike Scimudra stood well below average, and 

only a very restri(t ,d (,rea( cot cd he (ontnp lated. N1,everlheless, because both 

areas were part of lh, Let [Bank, officers felt they hcd to try to reach some 

degree of equity ini Iand allocaltions. Februcary 1981 was marked by a series of 

meetings at the district level to plain the strategies to be adopted and presented to 

farmers for their approval cit cultivation meetings. 

2.3 	 Cultivation Meetings, Gal Oya Left Bank, Yala 1981 

The cultivation meetings held prior to the 1981 yala season for the Gal Oya 

Left Bank ccon be divided into two loci: those areas served by Navakiri Tank and 

essentially independent of the Left Bank system (some of Area 5, most of Area 6, 

and all of Area 7 in F-igure 5), form the first while those areasgroup entirely 

dependent on deliveries front the main reservoir (Areas I, 2, 3, 4, most of 5, part of 

6, and all of 8 shown in Figure 5) (re the second. This division reflects not only the 

different administrative and water supply conditions already discussed (most but 

not all of the first group lies in Batlicaloa District), but also the timing of the 

meetings themselves. It has been common for cultivation meetings in the 

Bntticaloa District to be held earlier than those in Ampara District because of the 

imperative need to begin the cultivation cycle in those areas that did not get a 
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maha crop due to flooding during the peak rains. These areas cultivate a late maha 

(Meda) crop starting in February or March, which differs from the traditional April 

starting date for moet areas. To provide a sequelnlial frame of reference, main 

events in tie pre-yala season decision making process on the Left Bank are listed in 

Table 2. 

Areas below Navakiri Tank--The Left Bank areas below Navakiri Tank are 

served by two cultivation meetings. The larger area, falling entirely within 

Batticaloa District, c'-ver:; nearly 9,500 (cres and has its cultivation meeting at 

Paliyalewalte. The upper part of the area, served by Navakiri and totalling about 

1,500 acres, is in Ampara District aind is covered by the Warankatagoda cultivation 

meeting, which covers areas lyinq in Bat ticaloo District. Some of the problems in 

decision rnaking and(coordi iation Ji.v€vussed below stem from this fact. 

The Government Agent (fHatticaloa) initially scheduled the Paliyatewatte 

meeting for February 24, 1981. In late Jauuary, this ,cleeTing was moved up to 

February 5 at the request of the Assistant Governmuent Agent (Vellaveli) so as to 

bring it closer to the River Division cultivation meeting dl(tes governing schedules 

for a meda crop. -1his change of late proved to be significant because heavy rains 

began on February Ii. Despite this, all a( ians taker, at the February 5 meeting 

were based on the pre-rainfall storage level of 27,000 acre-feet since there was no 

way of knowing how much if any increase there would be in storage as a result of 

the rains. 

The Paliyatewatte cultivation meeting was conducted in a normal manner as 

if no water shortage existed. Attendance by farmers was very low, totalling only a 

few dozen, though farmer representatives from each colony unit were present. 4 

Indeed, only three farmers from Colony 35 attended the meeting, even though the 

meeting was physically located in that colony. By contrast, there were over sixty 

government officers, reflecting the need to have adequate representation from 
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Table 2: 	 Events 
Oya. 

Date 

January 

February 4-8 

February 5 

February 	23 

March 2 

March 3 

March 12 

March 13 

March 14 

Preceding the Start of the 1981 Yala Season, Left Bank Gal 

_IL 	 Vir ls 

Water sihuation orninotus; I35,(00 (acre-feel in storage in 
SenanCryafl<,Ik Sar t(tri; prosprct that iio water would be avail
able for L Hank ciivation dujring yalo season; 27,000 acre
feel in livakIri anl< (56 per(:elt of capacity) so some 
cultivation in its con oridi re prolbable; ciiltivation meetings0( 

for Ba i icalon l)istric t cultivation ineetings (CMs)--
Pal iyawitte and Waranka agoda--scheduied to oe held late 
FIe)r n ry. 

Heavy rmins in Ainpare and Sermmuryoke Samudra (SS) catch
ment area; raising level in SS to I95,00(0 acre-feet (about 60 
percent of "nornal"); level in HLavkiri Tank up to 39,500 acre
ieel (80 perccnt of capacity). 

Paliyawailt, CM hold (originally scheduled for February 24);
Warankaiagoda CM not held (in fact, put off until March). 

District Agriculture Committee (DAC) meeting to consider 
adjustments in scheduhle for areas served SSby since water 
still short; suggestion made to rrove up start of season to mid-
March, instead of mid-April as was usual, and to authorize 
only 4,000 acres in Left Bank area. 

Proposal announced to shift some of Left Bank area from 
paddy into (uXiliary crops requiring less water. 

Announcement of March 14 and 16i as dates for Uhana and 
Warankatagoda CMs. 

DAC meeting to finalize proposal for these CMs; no agree
ment. 

Postponement of Uhana CM arid that part of Warankatagoda 
CM dealing with area served from SS. 

Warankatagoda CM for area served by Navakiri Tank (Units 34 
and 36). 
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Table 2 (continued): 

Date Lvenis 
March 24 	 Inauguration of Gcul Oya Water Management Project by 

Minister. 

March 28 	 Special meeting of DAC; agreement to raise area authorized 
in Left Bank to 12,530 (4,000 acre authorization never for
mally announced) with some cultivation of auxiliary crops 
instead oi paddy. 

April 5 Cultivalion meet figs (it Uhana, Waraunkatacoda (area served 
by SS), and Weeragoda; decision Ihat cultivation season would 
start April 15. 

April 12 	 Domestic deliveries for IHew Year; SS level only 180,000 acre
feet (no rain since Febrjary 9). 

April 14 	 Firsl deliveries for land preparation for yala season. 
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both districts. I-e, nMetinq wa-s clmird hly lli- A:ssistant Government Agent 

(Vellaveli) actirlq on i).hnlt (f the (,ov/'rnIwitn Aqitl (tatticaloa). District-level 

officials from each> di str!( t r,rs .r t ji(allin ),lmr-Iient, ent 


Agrarian ServWnes. I).pmrtini1t \I , (i(( 


1 Irr i !),- I rir of 

Agrienlit,,h tiitt.m(id Cor issioner's Office 

were presen, to(,i hr wi Im 


The ie(tiig wois 1 n thi. pt lii)t.i r: 


Iit - kf(if r mI (ll l thmese departnents. 

t,1 I(irJ( st room inIthe village, 

but there wa.s si I not r1((omi roor tImi (II I (((Jilts. )i 1i ! O t if( MI S had 

been seal ed, )cr, I(( Il ir !a( s wer (-eft ou Isid(, (it,( II1((1 to stund It, t Iw mi I, w1 IICh (It 

tines was v.ry vovy. [his in itself is iiditliv(, of 11w. rel tionship oetween 

farmners arid officials, wlhich is 11ade IIoore t ent(ious by g(jermt - I(nq,)()(]((iff Icu ties. 

The meeting w(is 'ondh t1,d ((1 fill ix )Ir, of 1(i1;il iod I 1i(JI Ish h camis., while all 

Batticaloa officers (Ind (Iil t(iri(,rs, -rdntw ,r(, fl ir tin ia il, Ara-pajra District 

officials ca i on1y,,((ii< Sinti d (lvidI iilji i. ii mi,-,it wON th(it rmost discossion 

among officers was in 1 nmlish, with Ir(miisl(mt ion only provid(d aoice (1 decision was 

to be presented to fariers. -Iiis is 0ot to inmply thot discussimons were deliberately 

withheld, but to str(,ss Ihat it was difficul t or fanr-ers to lie participants in most 

of the business Condocted. 

The proposals i)res(,tled i the invt iiriq are stiriir arized in able 3. There 

was almost no conmment from farmers on these proposals. One farmer requested 

that all of (iolony 3.5 1), irriat((I, rot hir than only anthorzi ng land down to VI2 

channel, but t-e was informned that this was not possible cis Ihe reservoir was not 

full. However, officials did s( y that if mnre w(ilr lec:(irii( available as a result of 

the rains, it wotild be possibl)e to v Trriil (iI inc rCUs(' in the authorized area. 

(Despite this statement, no erforl was made to increase the authorized area even 

though the volourrie of woter available increased by ovr /tO percent as a result of 

the February rains. It was tacitly understood thal there would be no objection if 

additional areas were cultivated without authoriziation should rainfall occur.) The 
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Table 3: Decisions Approved at the Paliyatewatte Cultivation Meeting,
February 5, 1981. 

I_)eciio___ Ap )roved 
I. 	 A total of 2,4214 ocres (re (itlhorized for cultivation, to be allocated in the 

following manner: 

Colony Unit 	 Acres 

D2 	 300 
Middle Class 300

35 384 (up to V12 Channel) 
37 360 (up to V13 Channel) 
38 330 
39 	 1450 
13 	 150 
25 	 150 

2. 	 No cultivation authorized on Colony Units D2 or E, or below VIL Channel 
along Vallavel i Distributary. 

3. 	 Rice varieties to be three, or three and one-half months duration. 

4. 	 First water delivery schedules for March 15, followed by two weeks of
continuous flow for land preparation. No rotational schedule to be 
proposed, instead farmers should inform government officers when water is 
needed.
 

5. 	 Last water delivery to be June 30. 

6. In addition, 150 acres of chilies authorized in Unit 40 for Thumpankerni 
Youth Scheme. 



net result was the, with ninialc1-liscuSsion, the proposals were adopted by the 

cultivation rneetinq. Botih farmers and offci ols appeared to be happy with the 

results of the rnetiwJ. 

Sorm observotiols shotd( ld r Il(, re(jarding the, proposals drawn up in 

advance oft 0 v Iu Alth no irlt ltiild oaii t tiq. qlhtll n irl(lrl ar uf the Paliyatewatte 

meelina] is -. 5()0 '1( 1(s, oily 2,)24 (wr,'s wor to 1w atithori't'd. Hbis is because the 

bulk of the (ir(,i iteviw*r r t yev( irril ti o waiti*r it.to wsif i itilw storogf, 

capacity iII Hlava-iri I (rlk- I(rmi ,rs in till-i .iii (irc s l f becom e resil(J d to 

this state of (1ff irs (imiiny itigrale to Ih(. (o o dijrirt t . ya11(i season), so t hot 

authorization of .'.) percent the iinl ori(, seen27 of no comtmorld was as being 

about average. 

A second point of interest is tlhI t h, meeting has ju risdiclion over some 

Colony thnils served directly frorm Senanaiyo;<e mmudiritn(Ir(, including Colony Units 13 

and 25, w ich (I e srwyed by U bar 1/ Mor( r CIt1 n-1, (nJt the so-called Middle Class 

Block served ry ( ontttilo I)istribua iry. L0(nd wu (ithori/ed for cultivation in 

these areas, evn tIno no0(1't isions liad ye t been itm (is to the total extent, if 

any, to be cilthorizt, I A/ilxiro )rsrrt , upstream of the (iriows in (tcl.sion. 

[IMolly. lth, r itillt ' doted ai shir tin( dll, for it, seaoson, though no 

rlcisions v.I( t te n 11)(16, it) Amt mrt or Hlit startinq (Jkitesfor tle. upstrean 

Colony Omits alonq the. tl(t kt ~jrIa< Ibis was[ l , M( ( l. to c(itse problems later on. 

The Wraronkaql tlo! ctil'ivation irtei'irtj wa> hld on; tIcirch Il. Ilormally, the 

meetincg is divicii ri to two parts. ( )n, i wiet i g covers (olony Units 34 and 36 and 

the two oI i b-,hIw lvukiri [-aik that lie, in Atiipar(1 District. The second covers 

Colony Units 2 tlrol(JI ) 3 , ,ti-l t r . sc-rvd lirectly from Senanayake Sarnudra. 

Because hoth ( ns (ire served by thI s(;cii( , officials, it is admini stratively 

expedient to hold tihe tvo intetings consec:ulively, although it inevitably reduces 

the number of farmers from Units 34 and 36 who attend, since Warankatagoda 

village is five miles fromt the nearest part of Unit 3LI. 



That part of the cullvotio rneetinq deoling with land authorization and 

water schedules for I lnils 27 through 33 wa.s pcstponed (itthe Inst moment for 

reasons disc(ssed i) o . ( 30 irr in 1(ill cl ten(ec thw ct inrj, aid <,ome of 

these were from I , 2, throjih H3, who v.,rt- not (war( th(t their part of the 

in(!'eCtiq h In lrri tS< Oi(M . _lh r( w(,r(, ,i(lht ee qt .,(,rnileilt officers present, 

!wl l whothe most senior the, Asistiit (,ov(riwrt Aenlt (LJt:Iini), chaired the 

meeting. InwI (, tin wcis Id-1 i1 f o( Io,1iiOu)l, cind,.1re wos." plenty of space 

available. All proc( Ii isv(,1-(,Tcond ,;cted ii Sniholla so that Ilo(njutge problers 

were elini inafei. I-lit,decisions riiiO (, (f the first part of the Warankatagoda 

meeting ore snirricrrited in 1at)l(, !t. 

Unlike the t'aliyaitcwutIte.ii(J, nd clthough the full area was being 

authorized, thert, w(is consi drribl, ci(tcwssior lo r] umhl r of points. Several 

farmers express(,d clisctlisf(ictior with Ilw(. overall perforirrance of government 

officers in-the (ire(i. In partic ior, th y cormtplairned that water i.sues in several 

maha seasois hid been ex:(,ssiv\,, It'rel,,/ reducincj wcil er ivc]i! ability in subsequent 

yale seasons. Recucssl hod Ken r ide for jates oi cistribulory channel offtakes 

along the Left Bank iln to re[)lce(: ilths,, iissinq or brokeri, but no action had 

been taken. It w(s also reported h(it ther, /0(1 bee n no effort to prosecute 

farmers who startec cultivation before or after pr scril)ed dit es. While there is 

some justification for these st itenients, it is not clear how riuch action farmers 

really expected from officers present cit the iie(,tin. As fcr (iscan be determin ed, 

Units 34 and 36 have clways been able to cultivate two crops a year, and their 

complaints can be seen more as on expression of wider grievances. 

More significant was a lengthy discussion relating to the operation of the 

sluice gates at Navckiri Tank. It hod been recognized in ofiicial circles that there 

was a genuine problem of comnunication between the Irrigation Department 

engineers in Ampara and Paddiruppu concerning the whole question of water 
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Table 4: 	 Decisions Approved at the Warankatagoda Cultivation Meeting
(Part I), March IR.,1I5a1.
 

Decisions 	Ap)roved 

1. 	All legal lands in Colony Units 311 ond 36 are to be authorized for 
Cultivation. 

2. Rice 	varieties are to be three to three and one-half months duration. 

3. 	 First waler delivery is to be on March 20. followed by one month of
continuous issues for land preparation. Tnereafter, rotational deliveries 
will be given. 

4. Last 	date of water delivery is to be July 20. 

5. 	 Fines will be levied for failure to clean channels, nonadherence to the 
above dates, and for failure to remove cattle from paddy areas. 

Nlo act Ual 	acreage was ever discussed. lhe total extent of land is not clearly
defined, 	 and estiniales range from 1,000 to 	 1,800 acres. The Irrigation
Department uses an estimavte of 1,500 acres of legal lands in the two units. 
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mcrnagement below Havokiri -lauk. When areas under the autlhority of the 

Irrigation LFngineer (ldad irr rppu) re ltiiired waohir, his st(ff hodI to contact him so 

that he could nbak the, arr(n(jements with t1ir IrrI(itinn I nineer (Ampara), who in 

turn had to instrr:l theIlechi tcal Assislili (Woro(rJolln) h) l ike the required 

actions. -10 over,rC)1II the irIwvi1(b1) e, tI'tys Ivol ve-d, it was proposed that 

operational responsibility for the slhjices (i I lkv lkiri (aid the reqtlntors at Vellaveli 

and Sillikodli Bit, (atlions b(r ran(hd (ver to lwr Irripaollta I qirlw r (Waddiruppu), 

thus enabling him to rj iw orlers to the patl keeper at IJvaki ri -ank.1i0relIv 

carmers fromn LJilts 31 i !36 exlpresseul (oner-rr tit 11 this cfianrje coull potentially 

deny them iccess to water as(ouonfrl would b, possirpl from Sinhnla to Tamil 

officers. Hydrolopic(ill y, this is r on ililtly scerario I) m&-(lose all Si nhala farrmers 

are Iccaled ireIhe tpper portion of the scltrie. It wotuld be imipossible to send 

water throutgh that cireci to [arnil (jr(. is witthout the upstretri farmuers receiving at 

least their fair shore of water. [Ire transfer of responsihility did not take place 

until May an(I was viewed in sorie circles isa primar",, cause of ethnic disturbances 

that broke out in le area o couple of months loter. 

Despite this disciussion, which at least provided farmers with the opportunity 

to voice their feeli is, i)(,he etil-pdopted the proposals without any changes 

being made. It is worth noti n that a norher of the decisions were at variance 

with those adopted by tfh(- iliyitwawt e Ireetirip. The- cultivation meeting at 

Warankatapoda ,preed to start wtaer deliveries on March 20 while the earlier 

meetinq had agrted to March 15. The later date was adopted because not all 

upstream tariers exp(,ctl .(l to be ready for land preparation. After all, farmers 

could hardly be expeccted to be recidy for land preparation on the day following a 

cultivalion meeting. UJpstream areas had been prornised a full month of continuous 

issues for land prepartioli, in contrast to only two weeks given in Paliyatewatte. 
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The final date of water issues was sel for July 20, a full month after that set for 

downstream areus (it the earli'r mneeting. 

No effort was rnde, to rectify these discrepancies, even though several 

officers had heen present (i )oth ii t inis. -he result was that two neetings 

serving a conticjaus ar-wilt hn o en iwe intermediate control structures fixed 

cultivation Calen((irs lhat wer( In onflict. In re ality, this (does rioi appear to have 

crealed ii unde ( ra Ilrnnaig1 tirmlr it) the Paliy(lewatte are(a, but it is 

indicative of ttre lc(< o (orlinition (irinaJ officers. ,'Stch clis(repancies might 

have becn inder. (d(l)l(, h (i(d Wly resi lJ(l tromfr farm .r Si,.](jesrions ma de ct the 

second cultiv(tion meting, 1)1t It i, (leair 1h(,1 they represented decisions rriade by 

officials before tI e tiv l ion(Il I( i ee tiIn)1s. 

The ('ullivi t ioni ,0.li s ; I ii arIe s below Naval<iri Tank appear to have 

been typical of yalo sewmaris whi ther, were no serious water shortages. There 

were no restrictions p1m.-ed on f arrers who norinilly expected to get a yala crop. 

This w s i, (-:oriph et,-, contrcist to the cultiv(lion mect ings held in the remainder of 

the Let t Hank area. 

Are(s b(,Iow S tenanyake Suiidra-r---!t was mtioned above that the part of 

the cultiv tion neting for UJnits 21 tfliroagh 33 scheduled to be held at 

Warankcrf(ogua an March 114 was postipone( cit the last rninUle, as was the 

cultivation 1rleelinfl set for IJhancz to be held two days lter. The reasons for these 

postponements provide an irmporl(]nt insight into the whole decision making 

process. 

Following the February rains and the realization that some paddy cultivation 

would have to be pernited in Left Bank areas not served by Navakiri Tank, the 

Governaent Agent (Ampara) convened a aieeting of the District Agricullural 

Cornmittee for February 23. The Irrigation Defpartnienl was expecled to provide 

its estimate of the total area that should be aulhorized given prevailing water 
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conditions. Irrigation Department officers (ire fully aware of their difficult 

position when water is inl short supply. If they suggqest too low an area, they are 

open to criticism, while overniLollori/titol (:n 1((1 to crop failure and severe 

political repercussions. Ihe nornul il-tic 1the Irrig(jo iotlDt,1).iihitt fl(idopts is to 

initially suggest ci very low fi (J(rear I stfl t tohscc(uenagreci to increases that 

will be forced upon thoemi (is (irestil lof poliltciil i)r(,ssures iy farmers on district

level of ficicls. It was no g(rni! s;tl)rls ( . fth e fore, th(illt th( figlure i)r to theesenTel 

February 23 iotliiig w,> only 14,(000 wcres, substanltilly lower tllln the total 

authorized in any pr (lvio: , dry /e(ir. -lhe t!i,U000 (icr(,. was to be confined to 

distributary channels lhat had dirue I offt loles (Ilougf fhe Left Bank Main Channel 

between Senanctycuke Sunidro and HIavukiri ank, witI no irrigation being proposed 

along UhawiM/M ncldt'r or (1o1a(o11(i Listriutaries. 

The logi( behinid siueh (Iplan wis lwofold. I irst, none of the offtakes had 

gates that the frrnl/rs coold ol)erct. s as 

Main C hannel, these cl tinnel s woul (1 irievi I(t)l 

L,,long there was water in the Left Bank 

y qet waler. 1 he only structures that 

remained firmly under Irrigation ID)eparhetint control were cit Himidurawa and 

Uhana Bifurcation. It was also hoped that construction work scheduled to take 

place in conjiinciion with the Gal Oya Water Manageient Project would commence 

along Uharca Branch Channel dunring fhe ycila season. By not authorizing land along 

this chaniel, there, would Le less interruption of construction activities during 

water deliveries (although no construction took place there for several months due 

to other factors). 

The conservatism of the Irrigal ion Department's estimate of only 4,000 acres 

of paddy for the Left 3ank can be demonstrated by in analysis of the probable 

water allocations between the three divisions of the scheme. On the basis of 

previous practice, one could predict that the 190,000 acre-feet available would be 

allocated as follows: Right Bank areas would receive 70,000 acre-feet (70 percent 
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of normal); the tMiver )ivision would receive 30,000 acre-feet; and the Left Bar 

WOuld receive aloul I0,000 icre-feet. 1hese lotal iore thnl ( tual storage, but 

some inflow con always be nlitcipatoe into Senanayakiec Sii Jcir( doi q the first 

paN of tihe Y(1U SMSOr. Inflow in '(X2'5.Y at 10,00() ( r,-let could be seen cis U 

reserve for dariit"h ic sivplins (it V: to! Ale se(vsvaon aind for any unexpected demand. 

If only 4,000 (I ces wro ipnlf,; on the L0 I l :ii<, lthenl no water slhortages would 

be likely. This watr (l0(itliOll (ll,"ws iiWarl'y 25 fmc! a watedr per cre, nore than 

three tires the IrriJl ion Deparin c t git ii(elines o >evn an d one-half feet per 

season. 

At thie F-elrluirv 21 IisAmi r no Ucisi on the total areca to he authorized 

for paddy cutivntbai, was reMct ,s. Instead, it was det;ide~ to postpon a final 

decision in hopo,,s that there would h. ,Tidlitli l)n l r(llf,all h,"forc fth (('ndof March. 

Since the start of five yc,la se-ason was still se,oil ',.ues aw/ly, it was not 

unreasonabe o ls tipone the tecis 0io. i-toweve!r, when thte ducision was made, it 

was suggested that the yola seasoi hW riOvted forwvlard to start tbelweed March 15 

and March 20, (1 ilm,nltl cuirl;er than normal. lie IoCJi(: for such a suggestion was 

that evaporl ion ad s(.(,patw losses Irmi, . ruanmya!e S11 dra would b(e reduced if 

the yak sm5ason ntr iiir c(l (Is SOo1 0LS pOSsit1le Cftr( the irnaha harvest. There was 

no discussi on (f w F ltt .r f :ir iers could be ready for land preparation by mid-

March, (ad the mietihw agr..d to try to irUlp,111 tietiltnew calendar. A further 

faclor il the poslporit ct (I cifsioli t heen forthcomingtintrif (loM :ould ei\, the 

District IL)evelotl rint Council l(ctions, wthose dctnt had jist been announced. The 

elections were to he h el( in ecrly .lh)(,, and it was clear tl( it d(enyin water to wide 

area, in the Lef t Iarlk oA(ld aIive rteperc(ussiors at uleclion ti ne. If rainfall 

occurred, the uthorized areas could he extended and elecloral unpopularity might 

be avoided. 
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Following the Ierury 23 )A" meeting, the loblying of district-level 

officials by farmers coimwned in ,'r'l,-st. This lobbyinqg look two forms. First, 

farmers ailonq( Ihia/MIndur I)isr,,t l'fry (halrnel, who hl 1 ,umm, wure of ill 

initial irri ,y ion Ih isir. i 'i ! (I so'ri" Oof r '. ) ' l to iho' ) , ri F ,t )t(!ives m,eet 


Government Aqent (ii the 
 )isriet Minister. ]ihse fariirs had hover faced the 

prospect oi not I vilr (.ny ' waler f ra (I ',,1l crop, i , ibledly(i( tIhis lo increased 

their bargair( 1.DOS! oii . !I! t d ,Oi, , .,, Imit Iii.,ssfI ilinl ,(' gel ting 

water (lloc(alions ri(,lsed (e.v t) Itiooglt her, w, no raqlv.' ''r shortmic, inl I98 ), 

and there was ov(.r y ri soii :o expeul l hat the IJistriet Wmiitsler would read 

favorably to their p)rop ,,,ils. 

The second bohh'liu1- caime frol withini (ov(rucmienl cir"le.,'. In 1980, when 

there had been water sta e,, iM Ih I[ orth Central HeyJion of ihe country, there 

were wide'spr: (id 0fiorls to . ( Ierrior(rs to irow (hillies and oher subsidiary 

crops that re'qtlire-(ss wAter th(n paddy. -This resi ted it) (I majority oi the 

tarners eretivin (ia sr mll intorlie rc;ther than only i f,\'w bein. l(e to grow paddy. 

The experihnt was r(ativei'/ SO( ce'ssful, b)tOonl'/ h ,a(use, tim MI(hawI i I)evelop

ment [oard set (i gluironiteed pri.- for i'hili(., (o1( Ir re ii Ito the .oilire crop.) 

was proposed that 1h(. ;a)(er<, l5(1.pli Itred il (,(] ()ya. However, there \ as never 

any at lerlpn Io p~rovi a sinail or lr i( (- ,j:arai-t,(-s, nor were the fec:hnic(l (spects of 

changing fron: ri er- to ofher crops seriously considered; how se(e(Is and fer i izer 

would be gotlen to Gal ()yo in stdficierit guantili.s, how extl:isiil (idvice on new 

crops would he provi ded. or how thI' (elivery plan for irri(jation water would be 

changed. ['feverfhele.ss. t lie idea (7,11 glt or im dnif ) 'q lerh ri !deon M arch 2 the 

District Minister e-xpressed Ii, de:,sire th( Ii r(, ,sr(it (li of sufsidiary crops be grown 

on the (Gai Oya Lef t Bank (('eylon DailI 1(ew, ,I 98I). 

By March 3, it wats clear to the Governrment Aa)ent that somne action would 

have to be taken, pariicularly ifthe new cultivation calendar were io be brought 

I 

http:feverfhele.ss
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into effect. He announced that cultivation meetings would be held at 

Warankatagoda on March I and at ljhana on March 16. (No mention was made of 

any meeting at Weeragoda. Liven though Weeragoda 1(id been the site of intense 

lobbying during the post ten d(ays, no provision thod beeri mide to deliver water to it 

during the coning scason.) A secondl)istric t Agricultural Committee rmeeting was 

planned for March 12 to finali/, Ihe uirr(ii (eni s. 

This neetinq proved as incorn(ilusiv, (is the first, with no decision made on the 

extent to bc anwtborizet. If (i)pemrs 1t(l It. lobbying efforts, particularly from 

Weeragodla ar(a, w.,re, strong (enough t(o prvetl the original pllan-that is, only 

aut hori zing nrea atoiC t Ihf L ct I 1311I< M(in---- Iron bei nq adopt ed, but no com

proni se was worked 0 t. An addiionil con[liccition was the finalization of March 

24 isthe offic(i c iin1(pgrcition of the ( al (yn Wateor Managerient IProject al which 

the principal spealk(r would he the Minister of Lands, Land Development, and 

Mahaweli Developri enI. It was conisidered poliiically enbarrassing to have the 

inauguralion of ci project that prormised to improve irrigation service occurring 

immediately after cultivtion rneefin(gs thrit would severely restrict irrigated area. 

The result was that the cultivation rueet ins for Uhana and the part of Waran

katagoda served by the Left Bank Main Canal were poslponed, and no new dates 

were set. Although this decision was iccl(ae [)ublic on March i3, not all farmers in 

Units 27 through 33 were aware of the postponement and, as mentioned, some 

attended the meeling at Wacrankaagloca that dealt only with Units 34 and 36. 

The Assistant Government Agent (Uhana), who chaired the part of the March 

1/4 Warankatagoda ieeting dealing with Units 34 and 36, reiterated the official 

position that only /4,000 acres would be authorized on the Left Bank, although he 

did not say where the water would be sent. He did say that should the expected 

rains occur, then there would be enough water for everyone to have a full crop. 

Naturally, the reaction of those farmers present was hostile, and for the first time 
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the matter of reallocaling water from the Right to the Left Bank was raised. The 

Assistant Governmen, Agent took the position that this was not possible because it 

was official government policy to ensure that the sugar estates got priority for 

water, a position that was unlikely to be popular with farmers who depended on 

paddy for a livelihood. 

The effect of these statements was to increase the lobbying directed towards 

the Governnent Agent and the District Minister. At the inauguration of the Gal 

Oya Water Management Project on March 24, the District Minister again stated 

that should the rains occur there would be water for everyone. On the day 

following the inauguration, new dates for cultivation meetings were announced. 

Meetings at Uhnna, Warankatagoda, and Weeiagoda were to be held on April 5. A 

special meeting of the l)istrict Agricultural Committee to finalize the areas to be 

authorized for cultivaion was arranged fo- March 28. 

The March 28 meeting resultec: in sone concrete proposals. The Irrigation 

Department officers, while still claiming that there was only enough water for 

4,000 acres, agreed to increase the total area authorized to 12,530 acres if two 

conditions were imposed on farmers. First, there should be a mixture of paddy and 

subsidiary crops grown, thereby reducing total water demand. Second, the 

cultivation should be declared to be "at farmers' risk," meaning that the Irrigation 

Department disclaimed all responsibility for guaranteeing that the crop would be 

successful. Under this provision, farmers would not be ab!e to claim crop insurance 

(a nominal sum anyway), and the Irrigation Department would not expect criticism 

from government officers or politicians should things go badly. It was also agreed 

that the season should commence on the normal date, April 15, with a twenty-five 

day period of continuous flow for land preparation followed by rotational issues. 

The last issue would be made or August 10. 
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The 12,530 acres were to be divided as follows: 5,398 acres in Uhana Unit, 

the full legal acreage; 1,062 acres in Warankalagoda, a figure that included almost 

all land that could expe,ct to receive waler in a normal yala season; and 2,170 acres 

in Weeragoda. The (1st figur, is of irI rest for two reasons. In conirast to the 

allocations to ih ana (II Warakut aqoda thait covered almost the entire cultivable 

areas, the I frulahori,' Ior W( r(i(J()d w(is only sli tgI and it toly over half, was 

be allocated on (icinixl-hy- (1iilnel Ibasis. 11w Irrigalion .)epartrrent drew up a 

conplex plan for Weermgoda, wi I el cIu(niiel uIlllocaled land uI) to a point where 

there siricture coul( prevent downwas a thal be wes(d to water from flowing 


stream. The result 
 of this plan was ithul, i ferras of orea allocaled, there was 

considerable inequity bctwcen a(lacent distritutary channels. Some were to 

receive a high proporlion of the lotal area, others very liile, and in two cases none 

at all. The feasihility (f irnplen ienting such a plan was never discussed. 

Before describing the April 5 cultivation meetings, it should be stressed that 

at no time did the (Government Agent consider the option of announcing the 

decisions by proclamation. It was clear that the cultivation meelings could be 

volatile and that iew, (ind other officers, might face considerable opposition. It is to 

his credit that he was prepared to carry through with normal procedures and allow 

farmers an opportunity to publicly present their views. 

Uhana cultivalion meeting was the first of the three meetings to be held on 

April 5. In contrast to previous years, attendance was staggering, with over one 

thousand farmers present. It appeared that over half of all eligible farmers had 

come to the meeting, in contrast 1o the usual 5 to 10 percent. This was probably 

because of the various postponements and the crculation of rumors. 

The Government Agent started the proceedings by stressing the gravity of 

the water situation and to to water theappealing farmers conserve throughout 

season. The Irrigation Engineer of Arnpara, repeated these warnings and reiterated 
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the official position that there was only sufficient waler for 4,000 acres of paddy 

on the Left Bank. He then reed out the proposals for Uhana Unit, which included 

the 5,398 acre allocalion (Table 5). Before farmers were invited to reply, the 

Assistant Director of Agricul ture explained thai the authorization of the full 

acreage had been based on the ass impion hat farmers would grow subsidiary 

crops on one acre of their lour o(re hol(ings. He that if farmersI)Oi nted out tried 

to grow paddy on their (1ire Iholdlings, the crop wo!ld surely foil. 

The mrain r.-action of the farmers was thai the subsidiary crop plan was 

unworknble because it was impossible to grow crops having different water needs in 

adjacent paddies. Some soils were- ioally unsilited for crops other than paddy, and 

it was unfair to expect farrmers to try to grow ot her crops in these areas. It was 

also pointed ou lh lmany of the four-ocre holdings rad been subdivided (although 

this is illegal), and the proposal to devole exrcty one qarler of each holding to 

subsidiary crops was unrealistic. Sone corinrrenled that water wastage was largely 

the result of bud rinqgerrent on behalf of Irrigulion Department officials. If they 

did their job properly, then there would be sufficient water for everyone growto 


paddy.
 

There is merit in all of these cormments, and the Government Agent 

responded that all government officials would be expected to work hard without 

favoritism to ensure thai water problen.-3 did not arise. He also stressed that 

farmers had to cooperate with officials in what would undoubtedly be a difficult 

season. However! Iewas not prepared to alter the decisions and said that they 

would have to stand without modification. He errnpha-azed that the farmers had to 

realize that the alternative was area toto restrict the total be authorized, and he 

was sure that this would be a less acceptable alternalive. 

With relatively few dissenting voices, the proposals were accepted by the 

meeting. Farmers had been assured that they could cultivate all of their land, and 
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Table 5: Decisions Approved at the Uhana Cultivation Meeting, April 5, 1981. 

Decisions Approved 

1. 	All legal land to be aullorized for ul tivation, n total of 5,398 acres, of 
which one-tourth to be devoted 0 SUbSidiary crops. 

2. 	 Paddy varieties to be tT'ree to three and one-half months duration. 

3. 	 First water delivery to be on Apri: 15. Ithere will be twenty-five days of 
continuous deliveries for larid preparation. 

4. 	 Land preparation to be completed by May 10. Thereafter, rotational 
deliveries will be mace. 

5. 	 Last date of water delivery to be August 10. 

6. 	 Channel clearing to be completed by April 10. A fine of Rs. 50/=m to be 
levied for every six feet not cleaned by that date. 

7. 	 Fines of Rs. 50/m to be levied for cattle not removed from paddy lands by 
May 10. 
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it was unlikely that the s libsidiar>' cro proviso coild be enforced. As all land had 

been authorized, it woId have l) e-n diffiottl for (1rfnwrs to have (lained nany 

further concessions. 1 le.r(, W(S [I disu . 01'Iioro ingd0 o ' r thc ,:olendar of activities. 

Havinl obt (lined a pltv(llo\ ho p ot ., (IIIr tl ,pos th' Okffi(( I t I tl)roio((ed(-Jd 1o the 

second rn t-I n ; of it,r (orrilno .
 

1 he Waorolrnk(lt (1(OiU o v(I l 0of r0 i i ng (( Jni is 27 t;romigh 33) wais held later 

in the lmorninq of April '). Allhoui oit y nhout 200 farmers [roresent,) 


attendance ,ais 'litll 
 ruh ;iqgher Itcin i torn i ly(eurs. I he format of the meeting 

was ailmosl id(,nti,.tl to Ji lhh(i trtw(ling, prthse.Ittnmrs biyli17yt11e (,overnroent 

Agent, the Irrig(tionl iniliner (I\ol pra) and thu Asistnt )ire.'or of Agriculture. 

The only signifiacit dilf(retwoc Mi t N-i. rool)osals li(, (it tis troeetig w,iu that one

of iiw ira. ol W(i.s to hm 

reflection of the fanct that 

third tol! (tllote( rll(itd to subsidiary crops. This is a 

dIK area divided into 

holdings in contrust to foor-acre ioldiigs in (Jhanat. 

The reaction of farnrs to l(t troposls was similar to that of the Uhana 

farmers, but 

t1h Waranik t o(i(oa was three-acre 

disco ssiors were somewht it ore heated. The first proposal made by 

farmers was to increase the irrigated area by 25) acres to include lands along 

distributary channels C1 1' to ( 21. llse ki:ods are farnied by Tamils who claimed 

that if they were not given I(1r(1, ti(,y woold appeal to the Governrnent Age, t 

(Batficaloaj) for iws supporl. --he proposal was readily accepted by the Government 

Agent (Arnpora), who (lid not wish to he seen as discriminaling against Tarnils. 

There was considerable discussion on the tiatl r of subsidiary crops. Many 

farmers clairmed tthai their soils were unsuited for aniything but paddy, and, after a 

long debate, it was agreed that if the Extension Agent and Cultivatio, Officers 

agreed, certain farmers could grow paddy on their full three-ucre holding. 

However, the Government Agent said Ihat any farmer who cultivated only paddy 

without having express permission would be prosecuted and might even face 

http:id(,nti,.tl
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eviction from his land. It is not clear whether the Government Agent had the 

authority to make such threats, and in any cose it would hove been very hard to 

enforce such decisions. 

Discussion then oioved on to criticisrn of the lechnical Assistant of the 

Irrigation Deprkiient, ltit. official responsibl, for toe area. It was alleged that he 

was irnsersi Iiye to farrmer probleus an ie(l dntthorized special water releases to 

kla\okiri lank, tlherebIy ( re'tinfinq ti( w(i ler prol l-is iow 1winq fmaed hy fnrmers. 

He was also aci .usedof f (il it( mq at- brok (etis cnd ofI showi g favorit ism to 

ceriara groups of formors. llie i \ssi (cli-allt ((,o1)(1(joll(1) wa s called on by 

th, Governrmiet, Aqiit to re's)pond to tli.s, (illegat iors', ti he was unaIe to give a 

good account of the, pro)leimis. It was I(,ftr , to fiws aii-iurc- ()veseer to explain 

sonie of th( dtlhiuI ties tIhtli, fi(ld statf of tf,, Irrigation Department were7 

facing. 7 -he (Ov( '*t'r1 (,1t Aqen t s ji th l (ill guote would be replaced as part of 
the Gal Oya W(t er Manaqenoum.t Project, and if farmers were to show good 

cooperation with field-level staff, t here should not be any water problems during 

the season. 

There was also discussio; of the calendar of activities. One group of farmers 

said that as a result of the water problems, they did not have adequate supplies of 

drinking water. [hey requested a special domestic water delivery be inade for the 

forthcoming New Year festivilies. [he Governmeni Agent refused to sanction this, 

as he said there was not enough water. A counter proposal by the farmers was then 

made. They suggested that a twenty-five day long issue for land preparation was 

excessive. If the releases were split into two periods of ten days each, with a five

day break, there would siill be sufficient water for land preparation. The water 

saved could then be used for a New Year domestic issue. After some discussion 

among the officers present, it was agreed that this was a sensible suggestion and 

that it should be adopted. 
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eviction from his land. It is not clear whether the Government Agent had the 

authority to rnake such threats, (10d itinany case would have been very hard to 
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the Gal (yn Wa oler Manage: ucnt Project, (nd if farmers were to show good 

cooperation witl fieli-level slff, there should not be any water problems during 

the season. 

There was also discussion of the ('alendar of activities. One group of farmers 

said that as a result of the water prohllen is, they did not have adequate supplies of 

drinking waler. -They requested a speial domestic water delivery be made for the 

forthcoming iew 'Year festivities. [1he (Goveronient Agent refused to sanction this, 

as he said there was not enough water. A counter proposal by the farmers was then 

made. They suggested that a twenty-five day long issue for land preparation was 

excessive. If the releases were split into two periods of ten clays each, with a five

day break, there would still he sufficient water for land preparation. The water 

saved could then be used for a New Year domestic issue. After some discussion 

among the officers present, it was agreed that this was a sensible suggestion and 

that it should be adopted. 
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This proposal indicates Ihat farmters coul(I make liseful suggestions and that 

they have a good iinderstandinq of their water regiir(,nwen's. There is no doubt 

that large \,o e,,s of waiter are woslt5t hby (continuotis issi e.s (arin(j the land 

preparation 1lhriod l)e(litise supplies (jre tly (ex eed (!ermi(tnl inI t--nd (ireas. As 

if !urned okit. th.- I)rotpost(l wos f vt,r r(dopt d w(-(11i(- uoth(Io((ls h(d alr(a(dy (greed 

to provide, lhi fa(r .mrswiih twenly-fiv d(iys o! ( onliniloos issii'. As their land 

is upstreat, of W ir <nk(ofo od1(, it '/otilf h ,.,fen di,(( i(fl l I to impldone'nt both 

calend-rs Si.itll lan ot sly. Had th-i Woir i<ik (i goi] rd 1( Iqr been 110li ti"sl, the 

proposal ciould well tiiv(] been o(Joptd hroijh(io tie si: hr .. However, because 

the Warankaf(jod tiurners ha( ben prom mi,t i w , er deliv ry for t he Iew Year, 

this was III 1pt iMH,,,id (ind ol par Is of ti), Let I Hank were (i veii drinking water 

from April 12 to /\prI I. 

The only rfr(,rwe inde to the nature of the rotations to be adopted was a 

suggestion hy the Government Agent th(i tail-end farmers along channels be given 

water first during (i rot tional issue. Thre was no discussion of the length of 

rotational issues along the nain channel system, or of the discharges io be 

expected.
 

When the final plcn was presele tto the meeting, the najority agreed to 

accept it. Table 6' suncim-ri/es the decision, 'node. tecouse of the length of the 

two meetings it was now post I rnch limvie, an(d all the officrs proceeded to Ampara 

for a break before going on to the third nteting. 

The Weeragoda cultivalion riiveting cornrmenceJ in rnid-afierrnoon and turned 

out to be a very different affair. There were about 600 farmers present, many of 

whom had weited for hours for the officers to arrive. Like the other two meetings, 

the local school was used so that there was rootmo for everyone. Similarly, all 

discussions were in Sinhala (except when sonie officers conferred privately in 

English). 
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The Mieeting starte( in thesame manner (is It)e previous two. The 
Government Agent mode hi, introdu(tIory roen iorks and lhen asked he Irrigation 

Engineer to recod oui the proposils tor a(nd (ju11horizltio . I or ((-ch distributary 

channel the Irrigation 1ngionee(r t .U1r1Nol, he proposed acr,(Oge and identified the 

Ilst channel to whichi wvatr deliveri, wotild he made. 

Lver o he wl finishcd pres n ling the( proposals, however, the farmers 
storted pro(lsthing vi(JorI- sIy. (fid (he re i irndr (l tII( el infl was conducted in a 
very hostile ut. ospher-n,. AlmoI Ill(disru.i'hjOiis Ver( hetween firr(,rs and the 

Goverinent Age~nt., wi th otlher of firers k(eepi(gjet 

T-he ulin gij I of tIhe farfwi olj',(tins ,s tI(ot i I w(is unfair to restrict their 

acreage while, lthle ()I e wo uiltivalion tihrins h d bheen given their full 
allocation (sori ag. r:, ha (itagoda(i tenil Ithe (Jhion( meeting to find out 

what wCs going to hupipen ii ollier (-rtli). they arg ed that if restrictions had to 
be made, then thiey should h(m t rer divided (ptolly onirq ig three areas. TIhey 

also sid that th(, gross inleq llili(:.h twIwee ndjw-tint chinels would lead to 

friction arid (i more ( (imt(jhle ol tion shotld he sough1t. (of))e farmers said that it 
would be eo!sy to hreak (y sir itures HiI:th. fIrriPotiou Departmiient intended to 
use to prevent water fror-i r(irhring toil -entd portions of the channel system. The
 

Government 
 Agent in n ediotely responded by threatening to prosecute anyone
 
tampering with structures. 
 I-ar: ers lhen (loinied th t the Irrigation Department
 

did not 
know how to operate the scIhone properly. They ciled the events of 1980 as 
exemplary. At tha litmn only 2,(00 cres had been aithori zed, but there had been 

sufficient water for growinog ddy on ,he full airea of ;ie rly 6,000 acres (including 

encroached lands). -he:y as<ed howii IH were expected to believe the seriousness 

of the present situation when Hie sanew story had been used the previous year. By 
this stage, several fa,'ners were making siatenenits simultaneously, and it was 

clear that the meeting was getting out of hand. 
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Table 6: Decisions Approved at the Warankatagoda Cultivation Meeting
(Part I!), April 5, 1981. 

[)uc si rns ApproveI 

Total land (uuloriz itior to Ih , 2 12n r(s, i(cludinq all land along the Left
Bank Main Channel to i1oivari orid or ( na0(olla Distribotary as far as G21 
Channel. ()ne-third of all lairrl to bt, stibsidiary crops. 

2. 	 Paddy varieties to be three to three and ore-half months duration. 

3. 	 Domestic water delivery to be made from April 12 to April 15 for New 
Year. 

4. 	 First water delivery to be April 15 for land preparation. This delivery to 
last ten days, from April 26 to April 30. Second delivery for land
preparation from Mcy I to May 10. Thereafter, rotational deliveries will 
be given. 

5. 	 Last water delivery to be on August 10. 

6. 	 Fines to be levied for failure to clear channels (Rs. 50/= per six feet ofchannel length not cleared by April 10) or for failure to remove cattle from 
paddy lands by May 10. 
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When a tarner from MI I Channel comniented that it was ridiculous to 

approve only twenty-two acres out of i tolat of 3311 acres, the Government Agent 

suggested it would be easier ;-) delel ee those acres as well. A proposal by a vel 

vidane to permit each farer to (:ltivate two acres each was tcrned down because 

it was said thcr(, was istlficient water. 1 Another farmer commented that if 

water was realloci te frormI tI i1<iqh t Bank to t e Let I Bank, there would not be a 

short age. He accusod (overtiment officials of showin(g favoritisimr toward large 

lanclowners on Ii ln<it Theth- tant. Governi ent Agjent responded to this by 

appealing for (ooprci (m from the foriners. [here was no eiough water for 

everyone, and h(, cotd nui s(e why the farmers couldl not aoccept tle proposals. An 

irortctjate (i)romi followed witlh 'iiony farmers osin( tlheir temp(rs and creating 

disturbances. Ihe (,overnmemit Aqetl in tmurn hiecuin(. iniqry cnd and said that, if 

farmers wanted, he coold rclease (ill the, waler froi Senanayake Sarnudra in one 

large isSue. ihen evryone coutld (do is they wished, but it would be their 

responsibi'I y when tlhere w(s no woter left in the iniiddle of the season. He said he 

could not listen to any more discissioi about diverting witer from the Right Bank 

because tt ol was a Cabinet decision. I t-rlher, h(_- said that it was ridiculous to 

make accuisal ions tli t I was favoring one grotip, ndirihe would not tolerate any 

fur ther allcegations ajgoinst other ethnic groups. There did not seen; o be any basis 

for further discoussion. 

In an attempt to calm things down, several farmers proposed alternative 

schemes to divide up the limited acreage. However, at no time was there any 

consensus of opinion aiiionq the farmers, aord nothing was resolved. Ultimately, the 

Government Agent called the meeting to a halt and said that the original proposals 

would stand. The meeting was adjourned without formal acceptance of the 

proposals. The uncpproved proposals are listed in Table 7. 
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Table 7: 	 Proposals Presented to the Weeragoda Cultivation Meeting, April 5, 
1981. 

_Proposed DecisionIs 

2,1 70 Acres authorized, one-quir ter of which is to be devoted to subsidiary 

crops. Lund to be (illocated Cis follows: 

Channel Aul horized A rea (Total Area), 

MI 102 (102) 
M2 10 (I0) 
M3 142 (Ili2)
M11 0 (78)
MS 807 (2,649) 

M6 122 	 (599)

M7 L3 	 ('3) 
M8 279 	 (729)

M9 96 	 (96) 
MI0 122 	 (122) 

MII 22 	 (334)

M12 	 0 (573)
 
M 13 56 	 (56)
 
M 14 52 	 (52)

M15 28 	 (23)
 

M 16 269 	 (672)
 
M 17 20 	 (20)
 

Total 2,170 	 (6,305) 

2. First 	viater delivery to be April 15 to April 25. 

3. Second water delivery to be May Ito May 10. 

4. Last water delivery to be August 10. 

*The total area includes encroached land and private lands as well as legal
allotments. No reliable figures for legal allotments exist, but they are estimated 
to tota aboul 4,000 acres. In allocating land, the Irrigation Department was 
using total 	area figures, not legal lands only. 



It is obvious that tlhe ileeling foiled Co0l1(11 To ) 


stated in Cthpier I. Itmnerely served to worsen re(l 


( (fely'hieve any of th gools 

lioi sfips bet ween governmr ent 

officers rlnd formers, and this was to (levelop into (1 serious crisis loter in the 

season.
 

2.4 Water Issues During the 1981 Yala Season 

I rognosf i(c iotis to tfie controry, no rointill of any .ignifi conce fell during 

the period [fomirv 9tO April M. When the first water deliver ies were made to 

the Left l[i1k (onApril P, sformpg in Shrq nIuly(te Smarotr hod fallen to just over 

]80,00(0 a(ir(-fe(.I. lie w(ter dhlivtie,, ttf ihe season 1:00n he divided into four 

distinct groups. (s I/, i i I plr 6. 

I'el e ses for 1(01il )[1,lr(i i u conlime c(id (isplanned on April I5 following 

three dlys of li; i t((lvri(,q, for doiestic s during 1, Nel,[fw Year holidays. 

Although it h( b(eln (l(jrl (1itWu(ronkuhit (,In(1t11 propoed (itWerrogoda that the 

deliveries should he split iio 1wo ) erio(k A en (dly!, c(h to) save wcdter, deliveries 

,ere riole, (:bCuinuuMy I()p 

days (Apri i /i ? wvt, (jsi 

front April .3 lhrough My Q with t0 excption of wo 

i",lprI 19) 1 i Clo. { o. were follfowi1(I rlin oll. The 

discharge rait. my(17(11y dr(ifrom1 S(,m -i "c(un was riot signitic rlly (iffer( r.1 from 

previous years .viwqi stormge was (ihov, norrmlal. lhe tolfl ,,ohin-l issued to the 

fluk iriLeft Bonk ,ir(1s above 1w for lot wl pruexro 0liowas 33,75() aure-f -el. This 

aliounted to over ).6 (tcre-f(e per acre for tl, Orlthori/t(l (ircl-. 1wice the rather 

generous estill(,le spec ified by thI, Irrigation e)(potrlnenlt in it,; "1ec-l-fnical Notes" 

(I.3 acre-feot/ai:re). Ihis enahlcid forters to pre)are land for paddy without 

difficulty throughout the otihoriil oreo. Tee mw(re no sigilificont efforts to 

implement the plaon to f)l( t one-h (dirt.r or one-third of ihe (ulhori zod area in 

subsidi firy crops. Furlwthr, bel ous of I1lie (vdil Iohiiily of c-onsiderable water 

downstreirr of the aulhorized areas and by reuse of water flowing in the drains, a 
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far greater area of land was r)repared for paddy cultivation than had been 

authorized. By mid-May, it was ('stirmlted that in Left Bank areas above Navakiri 

a total of 16,650 acres were planted to paddy. Of 12,780 authorized acres, 3,629 

acres were supposed to have been planled to subsidiary crops. Thus, the total area 

under paddy was more 1hor 80 percent more than the area originally authorized 

(see Table 8). -her(fore, ol(iil writor dlenmandi for the season was at least 50 

percent greater than oriqinally plo(niwsl, and nearly 35 percent of the planned water 

supply had been used up for landi preparation. 

By the end of the land prepration period, farmers had little confidence that 

the Irrigation Departiment wotId tollow the plan. Despite warnings of water 

shortages and nppel.s for conservation direcled toward farmers, there was no 

evidence that any significant ctforts were being made by thc Irrigation Department 

to save water. At he sane timr e, it was clear to the Irrigation Department that 

difficulties lay ahead. By May 20 when rotational deliveries commenced, there was 

only about 160,000 acre-feet of storage in Senanoyake Sarnudra. 

The situalion b,,low I lavokiri Tank was sonewhat different. Deliveries for 

land preparation cormrerrnce(d on March 20 (s schedtiled, but in an effort to conserve 

water, discharges were kept below normIcl. 3ecause there was inadequate water 

for land preparation, the area that could be cultivated in the tai; -end parts of the 

scherne was limnited. All houglh 3,6211 acres had been authorized for cultivation, 

only 3,400 acres were actually cultivated. FIar;ners who had been authorized to 

cultivate but did not receive water were naturally very angry. However, they 

were unable to convince the Irrigation Department, either directly or through 

politica! channels, to increase discharges. As all the farmers who faced this 

situation were Tarnil, considerable resentment built up against head-end Sinhala 

farmers who were getting full deliveries and the Sinhala staff of the Irrigation 

Department. Several efforts were made to open the sluices at Navakiri Tank 
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Table 8: Allocated and Actual Acreages, Gal Oya Left 
Bank, Yala 1981. 

Allocated Area Actual AreaA Area of 

Cultivation 
Meeting Area 

(Acres) 
Other 

Paddy Crops 

Cultivated 
(Acres of 

Paddy) 

PaddyA 
That 
Died 

Uhana 4,0148 1,35013 6,950 0 

Warankatagoda 3,475 i,737 C 5,500 425 
(Units 27-33) 

Weeragoda 1,628 542B 4,200 550 

Unit 26D 0 0 350 n/a 

Warankatagoda 1,200 0 1,500 0 
(Units 34 & 36) 

Paliyatewatte 2,424 0 21000 550 

Total 12,775 3,629 20,500 1,525 

AActual acreages are approximate. 
BBased on the condition that one-quarter of holdings be planted 

in subsidiary crops. 
CBased on the condition that one-third of holdings be planted in 
subsidiary crops. 

DNo cultivation meeling held, but about 350 acres were 
cultivated using domestic water deliveries from Weeragoda 
Tank. 
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illegally, but these were unsuccessful. The situation did not change when 

responsibility for the operalion of Havcakiri Tank was handed over to Batticaloa 

District on May I. 

The first rotational deliveries into the Left Bank above Navakiri commenced 

as planned on May 20. It is norm(al practice for rotational deliveries to be based on 

a ten-day cycle..---thot is, five (Jays of water to Uhana Brcnch Channel, four to 

Warankatagoda, aird one day wilhout a delivery. The level of discharges would 

normally b,7 (lose to the maximurn carrying capacity of the channels. In 1981, 

however, a new rotational pattern was adopled, with a twelve-day cycle with 

simultaneous deliveries of about five days to both Uhana and Warankatagoda. 

Discharges to each area wcr -, considerably lower than rnaximum discharge, 

followed by seven clays of no delivery. 

It is important to note that no annouricemenl was ever made of exactly what 

schedule was to be followed. Farmers had assumed that rotational deliveries would 

be similar to previous years (five days on, five days off) and were greatly perturbed 

when they were confronled with a new, even more unpredictable delivery pattern. 

The Irrigation Deparltnent did provide a delivery calendar to Technical Assistants 

in each of the three cultivation meeting areas, but the TAs could not be sure how 

reliable the calendar would be. Maor,over, they were told not to give details to 

farmers in case changes had to be made. 

By June 22, most of the Left 3ank was in serious trouble. In the previous 

forty-four days, only 20,220 acre-feeT were issued to the 16,650 cultivated acres 

above Navakiri. This represented a daily water delivery of 0.33 inches per acre, in 

contrast to water issues averaging 0.83 inches per acre during the land preparation 

period. The result was that large areas of paddy experienced severe plant stress, 

and all tail-end areas began to suffer crop losses. In Weeragoda Unit and along 

Gonagolla Distributary, a total of 975 acres of paddy (10 percent of the planled 
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area) were lost, and several thousand acres were stressed to tile point where yields 

were severely reduced. 

A sirnilar pattern was also observed biow Havukiri Tank. Deliveries for land 

preparation averaged 0.61 inches per acre per day, but the first five rotational 

issues only provi(led an averaige of 0.40 inches per day. A total of 550 acres out of 

the 3,500 acres planted (16 percent of the planted area) suffered crop losses, and 

all crop losses were in Tamil areas. 

District-level officers were not oblivious to the situation, but they were now 

trapped. Water in 1he main reservoirs was clearly inadequate to meet all the 

demands, but they could nol conlinue to let crops (lie, even if they ,^,re on 

unauthorized land. The Irrigation Department was asked to determine the extent 

of the expected water deficits, and a meeting was arranged for June 23 to discuss 

the situation. 

At the June 23 meeting, the Irrigation Department estimated that there was 

a shortfall of 25,000 acre-feet, of which 5,000 was for areas below Navakiri Tank. 

After a long discussion, the Government Agent decided that the only course of 

action was to restrict deliveries to sugar cane areas on 'he Right Bank and release 

additional water to the Left Bank. This decision would guarantee the paddy crop 

throughout the scheme, b-ut would leave the Sugar Corporation without assured 

water supplies in September or October. The Irrigation Department was instructed 

to make an immediate release of 5,000 acre-feet of water to Navakiri Tank 

because the situation there was particularly serious. The head of water in the 

reservoir was so low that it was almost impossible to get water into all cultivated 

areas. 

The second rotational deliveries commenced Juneon 24. In contrast to the 

previous six weeks, discharges were high, and suddenly there was more than 

sufficient water for everyone. Understandably, there was considerable anger 
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among tail-end farmers who had (ilredy lost their crops. They unhappily watched 

lorge volumes of water Ilowing Hi o h ds '(ov( red with dead rice plants. Although 

the addi tioncil 5,000 acr-tf,1eet started i o reuacl i avalkiri lank on June 26, the 

engineers did not mal(ke imi neclia t r ,leases. They waited until the water level in 

the tank ros(, a t(-w I((,I so as to )rovi d, on adequOte head of water. When water 

issw11d otI, y waswas finally o i! wrr, a free-for-all to (jet as much (is possible. 

However, the rc, of dlischorqi was still very low (only 120 csc,,), and tail-end 

farmers still Id (j r(,ut iifficulty getting wate r, They perceived this as yet another 

ortellipi by Si nbaia In-,ac -end forner-, to dCpriwe lam ils of waler, and on July 4 

communal riol s broke o it along Silllkodi )istributary Channel. Within hours the 

disturbances spread ull (1long tlhe Sichalc-T(iii' oundory and resulted in three 

deaths and the destruti:ton of scores of hotiwcs.
 

Politicians were left with no 
oplion I tI to (Juell the riots in any way possible, 

and the Irrigation D)partment was instriwied to deliver in large quantities to 

all parts of the. scheme. This issue conhimed until July i ,, when rain fell 

throughout the area. With abundant waler fiowing, some of the discontent spurring 

the rioling was removed. Unfortunotely, cotnrnunal disorders were to start again in 

early August (although the cause this time was not related to water). 10 By July 15, 

storage in Senanayake Samudra hod fallen below 64,000 acre-feet, and it was hard 

to see how the sugar cane crop could be saved. 

Fortune now intervened. Two major rainstorms were experienced during the 

second half of July, both enabling the Irrigation Department to halt deliveries in 

progress and, for the first time on record, leading to an increase in storage in all 

reservoirs in the area. By July 31, there was a total of 81,450 acre-feet in 

Senanayake Samudra, more than enough to complete the irrigation of both the 

paddy and sugar cane crops. 
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2.5 Subsequent Events in Gal Oya: Yala 1902 and Maha 1982/83 

It is clear from the description of Ith IMI yolo s (lson that had it not been 

for the unprecedented rains of July, tue season would have been one of the least 

successful in the history of the scheme. The dual effecl of overauthorization of 

land in relation to water supplies 00(d the overgjenerous releases of water at the 

start of the season led to a very se-vere crisi', innuediately prior to the rainfall. 

Had there been no rainfall, there would likely tav(, been colsideroble recrimaination 

as far as Irrigation Depar huent officers were concerned, as well us for officers of 

other government deparments. Instead, there was an air of conplacency, and a 

few individuals went as far as expressin reasonaible salisfaction with the season as 

a whole. Their position was that, while Ithere had been some crop losses, farmers 

had succeeded in harvesting a paddy crop on ov(er 90 percent of the cultivated area. 

This was even more significant because planted arnd irrigated area had considerably 

exceeded that initially planned and (itithorized. This attitude not only ignored the 

connection between the riots and the water shortages, but also did not take the 

level of production into consideration. Al , Idata indicate that on the Left Bank as 

a whole, average yields fell frorn around O bushels per acre to close to 50 bushels 

per acre, and til-end areas averaiged below 10 bushels per acre. 

The iong-term records of the Irrigation Department show that there have 

never been two poor years in a row. Izvery water-short year has been followed by a 

year with at least average rainfall. -thus, senior officers, who are frequently 

rotated in their postings, seldom experience more than one difficult season. By 

misfortune, however, the maha rains of 1981/82 were also below average, and the 

water conditions in early 1982 were very similar to those of the previous year. 

With the same personnel involved in both planning and operation, it might be 

expected that at least some of the lessons of 1981 would be incorporated into 

planning and operating activities for the 1982 yala season. However, this was not 

the case.
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When tihe District AgricultiJir (Comnnittee rnt in February 1982, the level of 

water in Seiinowi<e -niljdr(i wais ailmost ientl('l to that of 1"181. The Irrigation 

Department again ipropose l t hot ,,r(,, mdonly /1,O0(1) slhI bcI authorized for 

cultivation on the Ltft Honk. Atif,r ii tborqi(iminq process , ai toail of about 12,000 

acres was ti lmiily uq(reed tipon, ttIi a 1tistrih(it cm siIilalr to that of the previous 

year. There was, mv,,vir , om(, very sipJIiti(int ltfference that merits some 

attent ion. 

One of the cornponents of the Gal ()ya Water Management Project has been 

the organization of farmers into water user groups that have operation and 

maintenance responsibility al the field chnnel and (ventoially at the distributary 

channel level. I ammer representation in som e formi was (lisa plainned at various 

levels to provide farnmer input ilto pl(nninJ (mitiviiies. Although the organizational 

prograrn was slill in ils initial stkies, ihre, far eer-representatives were invited 

(after a ineei in between ni,'riy I00 representatives of field-channel groups and 

the Goverririent Agent in e(irly I-ebruary to discuss the allocation of only 4,000 

acres) to coie to )istrict Agricultural Corniittee meetings, the first such 

participation in Ihe couiitry. 

In the course of the various meetings to resolve the water problems, the 

Government Aget decided that the basis for allocating water to the Right Bank 

should be modified. Becanse water was in short supply and all areas of the scheme 

would have to rmake sacrifices, he proposed ihat Sugar Corporation employees 

should irrigate the cane fields around-the-clock instead of just twelve hours a day. 

The water saved could be given to the Left 3anlk for paddy cultivation. In spite of 

protest from the Sugar Corporation, this plan was agreed upon. The Government 

Agent was now able to call cultivation meetings on the Left Bank and present 

proposals that were likely to rmeet with general favor.II 

http:favor.II
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Farmer reactions at the cullivation meetings were extremely positive. 

Although they were heing offered proposals siniilor to those of the previous year, 

the announcemen thalt Ihey were to (Jet Itor, area atiitlorized tlion initially 

rurnored was enoJli to le(-p (ill dis(:ussio n amicable, ind fhe proposals were 

accepted wilhlot iit odi ccition or dissent. It s uod (be noted, h-owever, that there 

was really no additional water. Analysis of th- 1982 wnter releases indicates that 

the proportion of wa teor is( Idto I w 1-0t BanL" (is well as Io the other two 

divisions of the sc he was that/( essenlally the sanic, as n (Jny oher wialeor deficit 

season. Perhaps because officials t)resmo ted the proposals in a concessionary 

manner, the cultivation i clirI(- 19 pro ( e(Icd s 0ooflhly. 

There were also soine operaional (hmanjw, in 1982. Because farmers were 

generally satisfied wilh the proposals put to theri at the cultivation meetings, 

there was no post-neetir0g period of lohbyi ng to ( harlie LtIe decisions. As a result, 

it was possible to start the 1982 yalu season in March aind Io redjce conveyance 

losses from SedlOanuyake Til ina. Hlowever, there were still some problems 

encountered during the season that necessitated large releases of water. By the 

end of the paddy harvest in late July, water in storage was (it a very low level, and 

it was necessary both to cot back issues to the Hight Bank and to reduce domestic 

issues. Despite these conservation measures, Senanayake Samudra was essentially 

empty by early Sept emnber. On Septebner 7, there was only 5,000 acre-feet in 

storage, and during the next wonth were(jreat hardships experienced throughout 

the scheme as there could be no releases for domestic water. Once again, 

shortcomings in the nlanning and operational activities had led to a crisis, but this 

time there were no oufbreaks of violence. 

Fortunately, the moha rains of 1982 w(ere well above average, and by 

December 1982, there was nearly 350,000 acre-feet of water in Senanayake 

Samudra. Despite the now abundant water supply, problems were still encountered 
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throughout the remnainder of tlhe mo01ha seCason. In October 1982, the District 

Agricultural CornniIt -(Nmel to deci(le on arrangernenls tr the maha season. On 

the basis that supI)letuell(ler-miriall pluts dlivwries of irriclatiot water would be 

sufficient for a full ri(ce rop, all areas were (lithori/ed for cultivtion. The DAC 

also set 'he flirst (l(. 0i witer d(eliv ri.'s toIbeginl l(te in tfe maha season. 

As indi.(lutfd. irrigk tioni ili t . rmihi seasi is iiileiidi(d to he supplemental. 

As long a'- r(uinall is SuLJicieritl ) ii.* l rrop and soil waltr needs, there is no need 

to release water. In (Gal Oya and elsewhere in Sri Lanka, the naha rains tend to 

dirninish in Janu r y or I ehruary, a(l it is generailly necessary to make releases 

durinj t li (tten part of the s(,(son. OJver tw y(ars it h(s hecoine traditional to 

schedule Ite first iri g ioi w t(,r (li,.',ry Ior mid(-,h(kiiiry, it the sat e way that 

the first issm thor , y-il(i season is nide ori April IS. However, the tirming and 

amount of miiaho rairidoll (are a ipr(di( l a)l. In somve years the rains extend to 

March, iMuihers they iriish in Decelinher. As there is no way of predicting the end 

of the ra iis, any (l(cis ion on when to heqin witer deiveries should relate to actual 

rainfall condi on.s. In pra:Ii ce, wllai aI s lIended to Iaplpen is that water deliveries 

(ire started on Jiiuuar'/ 15 regardless of rainf all condiitons. -lead-end farrners, in 

particular, have coiw to rely on this issue. Many delay their land preparation 

knowing thal there, will he arinple wal .r deliveries late in the season, which make 

ploughing their fields easier lhon with raiftIll only. 

In th. 1982/83 niaha season, despile le early rainfall, little came after 

December 20. By Ie- first of January, several parts of the scheme were 

experiencing waler shortages, and dermiands were being made on the Irrigation 

Department to make waler deliveries as soon as possible. The Irrigation Depart

ment, with lte backing of the (overnmueii Agent, responded that no deliveries 

could made Lecause the ::ultlivation mreetings had agreed that the first water issue 

would be January 15. Eventually farmer pressure built up to the point where a 
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hastily convened meeting of the District Agricultural Committee agreed to bring 

forward the first date of delivery to January 5. 

This episode further illustrates the futility of using the cultivation meeting 

process to set dates several months ahead for activities that are dependent on 

short-term water condilions. Altlhough the (Jal Oya Water Management Project 

had been in progress for two and a half years at the time of this most recent crisis, 

there had been no significant change In the process of allocating water and 

authorizing cultivation, or in scheduling operational activities so as to promote 

more effective noanagement of the scheme as a whole. 
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NOTES 

IOperational rules are required because while the Irrigation Department is
responsible for volune and iming of releases, the gates are operated I)y employees 
of the Sri Lanka E-leelricity Board. 

lsion favor sJg(ir irodtucfion have been2He i( to over rice may influenced 
by conditions set 
for (inAsi(n t)evelopment Bank loan being negotiated by the 
Governnent to support the sugar inlustry. 

3 1he Irrigation i)epartmtii nt uses siancordiied estiniales for water use inplanning for each s(, .son. Maho paddy crops are (issni ned to need L4to 6 acre
feet/acre of irrigation, w(iler (iud yalc paddy crops 5 to 7 acre-feet/acre. These 
estimates ore applied to (ill Dry Zone set o ies irr(5s)p(.ti ve of locction or soils. 

ItTamil (ire(is uppe((r to Iw(,n imhove ore willinj Ilvil) Sinhula areas to work
through the el ecfted rot, of firr ter-represel titivyes provided for in the Agrarian
Services Act of 1978. -he(, frrner-repres ntt yes are informally referred to as
vel vidanes, ti1ie traditional title or Thethe vill(i(e "wter headman." position,
however, is rot dir(c ly co parable wil the tr(ditioncl vel vidane role, which was
abolished in I958 when elected Culltivation (omrmi ttees were established by law. 

5tIavci<iri 1(ir1k hos (in(exceptionally low r(iio of storage capacity to irrigable
area. Itwas assuoned in the initial t)lunning of the Gctl Oya Scheme that there
would be sufficient wrter in Sencnaylke Samudrci to irrigate areas upstream ofNavakiri and to augment liavakiri using surplus water throughout the year.

Because inflow into Senonayake 
 Sarmuorc has rarely been cis large as anticipated,
augmentation of tavakiri Tank has n'ot been possible except briefly during heavy

rains.
 

6The following year the Mahaweli Development Board withdrew its 
guaranteed price for chilies, and rrost farmers reverted to growing paddy. 

7We should note that relalions withlthis TA improved after farmer water 
manageent organizalions were set up inthe are(] through Institutional-Organizers

fielded by ARtIt under the Gal 
 yya Wcater Management Project. When Sinhala-
Tamnil ethnic disturbances broke out in July, in ucling violence against Tamil 
residents of Gonagolla lown, (Sinhala) farmner-representatives from theorganizations underlook to guard the horne of the (Tainil) TA and the Maintenance 
Overseer to ensure their safety. 

http:irr(5s)p(.ti
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NOTES 'continued) 

8 Since there are about 1,500 farmers in Weeragoda, this would have meant 
authorizing about 3,000 acres for cultivation. 

9 There had been serious comrmunal riots in Jaffna during June associated withthe District Development Council elections. Although these disturbances were
confined to the northern peart of the island, lensions remained at a high level, and 
these probably contributed to the outbreaks in Gal Oya. 

1OThe August riots in Arnpara sparked off sinilar listturb(Inces in several other 
parts of the country. There had been el hnic quarrels between schoolboys in
Batticaloa, and these trig(jered larger disturbances the next day in Ampara, whereTamils boie the brunt of the attacks. Several Irrigalion Depirtment officers in
Ampara were attacked and had to flee the areca. (peration of the scheme was left 
to a skeleton staff. 

II It is not clear if farmer representatives proposed this reallocation or if the 
GA would have clone so whether or not there were farmer representatives present
at the DAC meetings. 



CHAPTER 3: THE KAUDULLA CASE STUDY
 

3.1 Managing the KGudulla Scheme 

There are varioos factors that give Kaudulac farrrers good access to 

irrigotio water (11d m(ke the schene ,celoItively easy to rnormie (see Table I). 

Some of Ihese includ( (i hol.(, uo mid(1 ( (JIln(rri(In f(Irlmio populotio,, water

retentive soils, f(ivorIhl¢)I lolopo praphy, (111 rnodero si/,. l ,. (lr, (i officially 

allocale ( for irriq(I('d laddy (I ll,!(i 1 s I y I,'lIO (Irr-. (ovr l0.5(1 ) (w~res ' of 

which about /I,b(O() ('cre ( Ire rHirc Ly hlow-level( i i llciriol (s.,- I ig(pre 7),1(, l(l 

although ('!ncrooe Irrlinls iiil(, 11W loI(ll sli(hll Iiri er. ( 'ra ilu -sS(tage-hiis (0151 

I, the focus of our I (Id siudy. 

In the loro run, another 30,000 acres of k(id, dlsi gn(u.(ld as Arca D of the 

Mahacweli Progr(im. will I, l,,velopei on the Left [(nk of the l'm(iodollj Schene. 

Since 197 tKadNa l-rl,, h s )eO ( bl t1)1ore(:( v M{iioliw' liw' l r vir lie nearby 

Minneriyci Tlark. Il .hiql r 

KI(lululla in ( very favorahl 1 At 

r(itio of tank slora)(col ,city to ,( ,( jirri(go e. places 

position. AI Kaidu (1(ril he, idjowenl IMiinneriya 

and Parakrcrnia SarlIudrco Scherlies (all in tolorlmruwo L)islrict), ore inds the nost 

generously nd reliably irriquled arec on the- island, (swell (is the highest Dry Zone 

paddy yields.
 

As in rno, [ other schemnes in Sri Lanka, mnatagement tools at the Klaudulla
 

Scheme are very limited. 
There are no written procedural guidelines, and records 

of volunietric mecisurerrieits of waler stocks and flows ore riot kepl. H.one of the 

Irrigation Department staff, from the Irrigation I qiiieer down to the field laborers 

and the sluice-keepers, have any written guidelines (is to how they should undertake
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tile water management aspects of their jobs. Tank levels and sluice gale openings 

are regularly recorded, but for variou, reasons these measurements are either not 

used or are not useable as guides in carrying out water management tasks. 

Although the Irrigation office stuff use formulae to convert these measures into 

estimates of tank storage volumes (an(n tank water issues, the results are simply 

sent to Colombo wilhout being locally onalyzed or cumulated. Also, recent 

detailed h,drologica. research on the Kaudulla Schemie casts considerable doubt on 

the accuracy of ihe information on water flows that is available. 2 Finally, data on 

cropped area, ge... ated by the Departrnent of Agriculture, are collected on the 

basis of residential localities (administralive units) rather than by paddy tracts 

(hydraulic units). Thus, agricultural stutisiics are not easily related to water use 

stot is ic"s. 

This is not to say that Kaudulla water is managed on an ad hoc or arbitrary 

basis. Several well-established practices help things to run smoothly. For 

instance, sluice-keepers-those who control the issue of water frorm the main 

sluices and have living quarters nearby-automatically close the sluices after 

heavy rain without awaiting explicit orders from Works Supervisors. All other 

changes in sluice openings must await specific instructions. This is a fairly useful 

water-saving practice, although crude and potentially damaging if, as often 

happens, rain that falls at the head-end does not reach tail-end areas.3 

Another well-established practice is the rotation of issues among groups of 

distributary channels that iead off the main canal. For example, on the lower main 

canal in the course of a week, water will normally be issued to the top end (Tracts 

I through 5) for three days, to the tail-end (Tracts 6 through 8) for three days, and 

closed off entirely for a day. Since, in actual practice, the structures do not allow 

the water to be so efficiently controlled and, in addition, abnormal situations arise, 

there are frequent modifications in the system. Thus, since there is no adequate 
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control structure on the main canal between the off-lakes to Tracts 5 and 6, water 

flow can never be entirely shut off. Similarly, the gates to the distributary 

channels serving Tracts I through 5 often cantot be closed. Vociferous demands 

for more water are mt where possible, and lhe systeui is often never closed at all 

for the one day a week. Instead, this day's delivery may be directed, insofar as is 

physically possible, to the areas (ppaireuly17 most in need of water. As we shall see, 

it is only by airneuding of ficially-deIerrmined ,chedules that tire systen can be made 

to work satisfactorily. 

In Kaudulla, inore than iM rmany other schemes, ariendment is carried out by 

the middle-level field staff. By ftis, we refer priniariiy to the Works Supervisors 

(otherwise known (is'Guardians,' 'Maintemence Overseers,' etc.) who live in and are 

responsible for water rr(ina(lefirer:,t hsks in Stage I,Stage I, (nd Amagaswewa crt 

the end of Stage II. respectively (s(, I igupre /). All are experienced men who have 

served for several years an the scheme arnd (re well integrated into the local 

society and e(:onorny. I--arers with wcler-related probletns rarely bother to 

approach the Irrigrtioni Department field laborers, t)tjtinstead go directly to the 

Works Supervisor. The Works Supervisors in ttrn ononly pass especially difficult 

problenis to the senior 1 echnical AssistanIs. 

Although the three - echnic(al Assistants supervising operations and mainte

nance have, living quarters at FouJrth Mile (.artp on the scheme (see Figure 7), 

typically, they are not especially invl%'t(I ini local society. Most are transferred 

after a yfar or two, asaliost quickly as is the Irrilation Engineer for the scheme. 

The Kaudulla Irrigation Office, along with the living quarters of the Engineer and 

his office staff, is located, rather unusually, several miles outside the scheme 

beyond the town of Hingurakgoda. Since <auctulla is at the end of , paved road and 

almost surrounded by jungle, there is no through traffic, and pul)!i- transport is 

limited. The Irrigation Engineer and his office staff necessarily see less of the 
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scheme than they would if they were located within it. The local staff, especially 

the Works Supervisors and similar officers fron olher departments, thus have 

considerable autonomy. The senior staff are, and are perceived to be, rather 

temporary and inexperienced visitors. 

3.2 	 Water Availability for the 1980 Yala Season
 

lKaudulla farmers showed 
 a hiqh degree of interest in the planning and 

implernentalion of water use in the yala 1980 season because of the recent 

introduction of Mohaweii water aond the subseqiient increase in area able to grow a 

successfui paddy crop. Accordinj to the official statistics, (luring the past iwo 

yala seasons (978 awd 1979), lhnost the erai me (officic, ) irijcted are(; had borne a 

paddy crop. However, the survival of the. 1979 yal a paddy c-rop hnd h.:en close. 

The entire 'icreaqe under the scheme had been irrigated on ihe understanding that 

Mahaweli water would be delivered to the tank (luring the months of June to 

August. In fact, this water did not begin to arrive before mid-July, which was just 

in time to averl a major water crisis, the outbreak of conflict over water, and the 

disintegration of the established rotation schedule due to urgent demands (Murray-

Rust 	and Crarner, 1979:7-9). 

Another factor that helped to arouse farmers before the 1980 yala season was 

their belief that the Irrigation Department had been negligent in not repairing a 

long-standing leak in the sluice 5;ervinJ Stage I. (There was a log jamming the 

sluice.) Although ithe spill 	gates had been opened during the previous maha season, 

by early April the tank water level appeared barely adequate for a yala crop. Many 

farmers were for the low water level.eager 	to blame the Irrigation Department 

However, whether or not there was adequate water for a full yala paddy crop 

was a disputed issue. According to the Irrigation Engineer, a recently arrived but 

keen young man, 	 the tank held only about 55,000 acre-feet in early April. He 
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estimated that at least 75,000 acre-feet would be necessary to meet the needs of 

an irrigated paddy crop throughout the scheme, domestic water deliveries, and the 

small lift irrigation scheme on the low-level rain canal. (Note that the start of 

the yala seaso: in Kaud ihad beofne ratherll 	 late. with consequent high losses of 

stored irriccion water i : ough evaporation and evcipotranspiration during the hot, 

dry months of May ihrour;i August.) 

Note should be mude that because the rah and yala seasons were very 

extended, covering almost the entire calendar thereyear, was scarcely any 

interseasonal i:,t errupt ion in water deliveries. During the previous years, water 

had been d'livered C.ring the maha season from early October until sometime in 

March, and during the yala season from early April until the end of September 

(Holmes et al., 1980: Figure. 19-22). 

The Engineer explained thai during the previous yala season, therc was about 

58,000 acre-feet of water in the tank with an additional 25,00 acre-feet received 

from the Mahaw, i Project. This was considerably more water than was currently 

available. Many farmers were unwilling to accept that the paddy acreage should be 

limited, and some of them suggested thal this yeurig and inexperienced Engineer 

was playing safe to save hinself later potential trouble and embarrassment. It was 

pro:ably rational farmers press hard for tofor to paddy be allowed on all lands 

because once the paddy was plant ed, there was a good chance that the Mahaweli 

authorities would feel obliged to deliver some water to Kaudulla if that was the 

only way of saving a standing crop threatened with drought. It is, however, 

difficult to judge whether this was in farmers' minds. 

3.3 	 Kaudulla Cultivation Meetings 

The First Cultivation Meeting on April 4-The meeting was held in the 

school at Medirigiriya, at the top end of the scheme. 5 The attendance of about 400 
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to 500 farmers was considered good but by no means exceptional. Only about 10 

percent of the 4,873 legal allotees were present. 

Most of the farmers m(onaged to crowd into the school hall. Standing or 

seated on the low schoolroon walls and the ground outside, they were faced by a 

semi-circle of ofticials on chairs, including the Government Agent (henceforth GA) 

who presided, the Assist(itit (overnfn rent Agent for Medirigiriyr, the Irrigation 

Engineer, sorme Technic(al Assistants, the Agricultural Instrtlclor, the Deputy 

Corrnissioner for 5'ervices, localAgrarian the honk manager, and a visiting 

expatricte researcher. At the farmers'the front of ranks, and also seated on the 

floor, were a numlher of more junior officers, including the Works Supervisors. 

These officers were physically and symbolically separated from the group of seated 

higher officials. 

The meeting was dominated by the GA, a man of evident status and 
character, who handled matters firmly and politely. He summed up the water 

situation, concluded that there was not enough walter for a full paddy crop, and 

suggested a btethma cultivalion w h'reby every farmer on the scheme would be 

allocated an acre on Singe 1.6 This would h(ve involved cultivation at the full area 

of Stage I. It should be noted that sluicethe that serves Stage I (the low-level 

main canal) is five feet lower thno the sluice serving Stage II. When the tank is 

low, water can be delivered cit greater head (pressure) through the Low Level 

Sluice, and, at a certain point, it is only possible to ('liver water through the Low 

Level Sluice. Thus, the suggestion to limit cultivation to Stage I was technically 

sensible. 

The discussion that followed veered back and forth between a number of 

matters. Some farmers blamed the Irrigation Department for excessive water use 

in the last maha season and for failure to mend the continuing leak in the Low 

Level Sluice. One group was successful inpublicly embarrassing the Engineer, who 
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had no answer to their charge that he had persistently ignored requests to come 

and look at a particulcr irrigation problem. The GA became involved in a 

discussion of the maintenance andrmrcaFr(ernent of channels and structures and gave 

details of forthcoming institutionfll reforim,. ()lher fartrrers focused on the central 

question of what was to be don with ttw lirnitkd waler available.. There was some 

opposition expressed to adop firq tlm betti a syslen, rmnainly on thre grounds that it 

was irr .-. cjtir-al for f(rrrers to travel riles froi Stijge II to Stage I. The GA 

sympathized with these arm ers. Vinci lly, a Sta(ge II.I artrer srggested that water 

be issued only for non-paddy crops tf'ro)(jIout the sclher e. 1his, however, raised a 

host of questions and prohlerrs. As with iaddy product ion, unirrigcted crops 

require ready cash for land pruplarotion and seed. Since most forrrers did not have 

the money, could the balk.s deliver adequate creditIuicl kly? Where would the vast 

amount of seed needed con frori? What about farmers whose plots lowwere 


lying and thus insufficiently drai,ed to grow non-paddy, crops?
 

At one point it appeared tI c the officials were about to fall into disarray in 

the face of contradictory suggestions and Ithe rragnitude of the problems of 

providing credit and seed for a large aicreage of riin-paddy crops. They were saved 
by the Agricultural Irstruclor, who withrtre aid of the back of an envelope Gnd a 

hurried whispered converscti-n with the other of ficers, rarged to draw up a 

program to be put to the meeting. It is significant that he was the only locally

resident man on the plaforrr. 

After further open discussion, the following program was formally proposed 

and seconded by Iwo farmers and accepted by the meeting: 

No paddy is to be grown this season, only unirrigated crops.
 

Water will be issued on April 
 20 for seven days for land prepara
tion. Thereafter the sluices will be allernately open for three daysand closed for three days. On September 30 deliveries will cease. 

* Those requiring seed should apply to the Agrarian Services Depart
ment before April 10. The seed will be supplied between April 20 
and 25. 
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Applications for credit should be made before April 20, and the 
issuing of loans will begin on April 30. Credit should be repaid by 
October 15. 

Channels should be cleared by April 15. If this is not done, the 
Cultivation Officers should do the work before April 25 and charge
the farmer responsible Rs. 15 for every two yards. 

Fencing is to bo c:ampleted by May 30. 

Land preparation and sowing to be completed by May 30 for 
cowpea, red onions, and miscellareous vegetables; and May 15 for 
bombay onions, groundnuts, and blackgram. 

Animals and tractors are not allowed into the fields to prepare the 
land for lhe mauha season before October 20. 

On pap-r ihi:; looked like an excellent program. The Kaudulla farmers, who 

had little experience in growing non-paddy crops, agreed to abslain from paddy and 

to grow water-sparing, high-yielding subsidiary crops, thus meeting a long-standing 

national policy objective. However, the program raised a whole host of associated 

problers. 

First, the tc linical and economic viability of non-paddy crops was in 

question. It was already too late to sow chilies, the most lucrative subsidiary crop. 

Second, the Agrarian Serv;ccs Department and the bank had ambitiously agreed to 

supply seed and credit. Finally, did the market for non-paddy crops existi 

The other set of doubts concerned the commitment of the farmers to the 

program. One hod the impression that once the GA had strongly committed 

himself to the suggestion thai everyone must grow non-paddy crops, few farmers 

were willing to openly disagree. Large numbers of farmers drifted away from the 

meeting once it became clear that this would be the decision. Considerably fewer 

than 500 farmers formally assented to the decision As the meeting was drawing to 

a close, a few spots of rain began to fall. The GA, having just obtained agreement 

on a non-paddy crop, chose that moment to announce that there had been heavy 

rains the previous day in the catchment area of the Mahaweli River, and that 
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perhaps they would receive Mahaweli water and be able to grow some paddy after 

all! 

The Second Cultivation Meeting on April 26-A second meeting was held 

three weeks later at which Ithe GA explained that, lthough the previous meeting 

had agreed on non-paddy crops only, some infloential farmers from Stage I (they 

were from the tap-er() had been dissatisfied. They had approached the local 

Member of Parlicn enit (MI)), who had requested that the decision be reconsidered. 

One might add ihat the possibility of getting Mahaweli water had made this 

reconsideration opportune and convenieni. [iffs time the MP attended the water 

meeting and the number of farmers was probably in excess of 1,500. 

At the tinie of the meetlnj, the onfly relatively firm prospect for Mahaweli 

water was I0,000 acre-feel reckoned lo he in excess ol the requirernents of the 

adjacent Minneriya -ank. The MP had recluested that this be transferred to 

Kaudulla. The Irrigation Lngineer suggested that this be used to cultivate about 

3,700 acres of paddy on the upper part (Tracts I through 6) of Stage I. The 

meeting, however, floundere-d on the refusal of Stage 2 farmers to agree to this 

proposal. A minorily were willing to come to Stage I to do a bethma paddy 

cultivation, but the majority disagreed. They wanted at least half an acre of paddy 

each on Stage 2. Some Stage I farmers, presumably from the very top end, were 

willing to see the paddy acreage on Stage I reduced in order to permit some paddy 

to be grown on Stage 2, but that too failed to win general agreement. 

The absence of consensus, however, was not yet a problem because there was 

still no final word from the ullimate arbiter, the Mahaweli Board, on the amount of 

water that could be made available to Kaudulla from the Mahaweli system. The 

GA announced that a decision would be made either through another meeting or by 

the officials, after the meeting of the Mahaweli Board on April 30. 
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Interim Arrangenents-Since no decisions had been reached at fhe second 

water meeting, there was no plan for the, (ishurseirieni of waler issues. Owing to 

the fact that waler reall/ did seeim ~ItorI, f(irtners on St(lge 2 had gone aheCid with 

non-paddy crops. Water d(livoi s to fl!m, (ideguct e for ron-paddy crops, had 

already begun in 1th lorni of (i snoill ut sl idy flow of w(liter irom the lower molin 

canal. As expl(ined, the ,o),,w L ,velSlui'ce couldrnot Ih(,ornplet e'ly closed. -his 

was later supplemen f tl by sutstnfi(il rmintall m (ol. April. M(,ny SIa( I farmers 

began to prepcre (l ir I(iud for pO(dldy, noltloqh mlost (itthit boloni ern I bstained 

because they hod lit cotifidence r)r(Ciliving irri(i(iot0 wul(:r latekr inth( season. 

No paddy seed wus ( Iv(milalAle fron i tl( Agrorim(il'Wrvi (es D1 art itent bec(ause there 

had been no decision to grow paddy. IFron Umy 6 the Low Level SInice was closed 

comopletely for (i week for th1e Iorng- l(leonl ,(Irepairs. Fliose farn-iers wiho were in 

the process of prepor ig or irrigotin tteir land with the water thot had Leen 

escaping , :gh the Iecik cormlpl(Pin(,d that th(ey had not been iniorroed in advance. 

The repaired sluice was reopene(d on ivloy 114 (tnd kept op)(len for seventeen days, thus 

rci(o1il 

The Thiri (idlivt(lion Moelfing on NM _1I -Most of the officers attended 

allowing paddy Iand lrepI a on St, l-g I to he co1i)leted. 

this meet ing, al though the fv tw m s obsent. F ormer a tendance was only about 400. 

Presuriably, the majority of tarrmlers hod he(ird th(lt there wa,: no prospect for 

additional mahaweli wl or. -Ihe business of the rneeting was to decide on an 

equitable division of the liniled waler supply. 

The final decisio) was similar to that suggested by the Irrigation Engineer at 

the second meeting. It was (lgreed that Stage 2 farniers could only have water for 

non-paddy crops. Paddy could be grown on Stage I,but only on the basis ;fone 

acre per allottfee. There were 1,982 allottees, and 1,859 acres of land were
 

demarcated for cultivation. The area to be served under each distributary channel
 

was specified, but the precise location of the land thoT 
was to receive wcter was
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not demarcated, beyond the decision not to deliver water to the tail-end, Tracts 6 

through 8. Allottees there were asked to do betlhban cultivation in upper tracts and 

to contact the Colonization Officer at )iyasenal)rcl if they experienced any 

problems. I-art ers in -Jrots / cnd 8 diidt not resisl we scarcely (ny had,ir begun 

cultivation. Somte on V-rcl 6, however, Ihod already begun preparations and 

adamantly rcfused to be moved, der nandinj wial.r inste(d. 

inally, the (_1A askl(, the (Colunizaitori Officer to prepare a list of all 

farners on -1rac Is () thro l 8 who %,w I h( d to c( If ile elsewhere on the bethna 

system. He said that ofhr re('eivil(J this diseussincj situation with thelisl (illO hl(. 

tilal 19. 

note that by remltovinJ the aren(i ot h6eisjoll tmakinq 

MP and other officers, h,we-fld arinolt(e lth l he'cisiorl oil May One might 

fram tie ctl tivation meeting 

to consul tat ions hwtlweern offi(ers (ind the MIP, theIw rol)l ,tll (if the ref usal of some 

Tract 6 farmners to (l)indon lheir prepared paddy was sidestepped. Instead, local 

officers were left with the physical reality of the paddy area in Tract 6. 

3.4 The Allocation of Irrigated Acreage 

The allocation of irrigated land for bethma cultivation is, in practice, very 

complicated and far Icss equitable lhan the ideal scherne suggests. There appears 

to be an inconsistency between the maglnitude of the allocation process and the 

absence of any detailed discussion of procedures either in the cultivation meeting 

or in the official record of the decision (Table s'). According to the "Announcement 

of Revised Cultivation Decisions" (Table )), the governmrient had no intention of 

allocating individual bethrna rights. I ather, the allocation process was expected to 

be carried out by the farmers themselves on the basis of individual relationships 

and initiatives. The government machinery-in this case the Colonization Officer 

concerned with land rights--was only required to record the arrangements and to 

intervene in the case of complaints. Otherwise, the allocation process is arranged 
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Table 9: 	 Accouncernent of Revised Cultivalion Decisions, Kaudulla Irrigation
Scheme, Yala 1980. 

The followinq (ii iendnienls Wei, 1tide to the waler rieeiriq decisions (water
meeting held on April I,1980) at the inetigq held at the, Polonnaruwa Kachcheri 
attended by the- Nedirigi riyo V.['., (, .A. (Polonnaruwa), I.L., (ind the other relevant 
officers. 

Weter deliveries to t e Stage II area will renii(in Iihe st(in(e as (hecided at ihe 
waler rneefing on April 4, 1980. Sci ag- II will (je I waer only for tlhe 	subsidiary 
crops. Siage I fciran 1, will be issire waler only for one acr rider the bethrnasysteni. Ehe areas (1n rcre(ages of water deliveries wi b ((cording to the 
following table: 

Tract/Chantnl Are( /\creoe Fract/Chcannel Area Acreace 

1r(iul I-t 3 I L- (DhJanne 54 
)- I C hanriel 312 0-5 Channel 180 
B-( hannel 335 D-6 Channel 09 

D-2 Channel 159 D-7 Channel 12 
D-3 Chainel 30 D-8 Channel 178 
21-Shor I Channel III D-5, LBI Channel 18 
ID-0 (Channel 212 Urukot uwa 30 

Farmers in 	 thre hIage I. Tracts I through 5 area must be preparecl to share (or
divide) lheir I(,wds wilh the non-water issuinq area fairmers in Tracts 6 to 8.
Those who0lre, ly lInct uliivat ed lnore thnn one ore mnust share their expenses
with the lInd-r(,civing forners as decided (it the w(iter neeting held on May
16, 1980. All these lani sharinq actions shou ld Ibe peciceful and cordial. All
 

( lents
these land-shalriog rrtrrerr shiould Ic, coriruniicrte(d to the Colonization 
Officer, Mr. ,aycisurdercr, at Dliyasenapura. If farimers have any problems, they
should cornpluin to Mr. ,Jayasrundera. There will be no water de!iveries at all to
 
Tracts 6, 7 and 8.
 

Dates of water deliveries for paddy cultivation will be issued later. 

Sgd. A.G.A. Medirigiricri, 
(for the G.A. Polonnairuwa). 

cc: I. M.P. Medirigiriya 
2. 	 G.A., Polonnarawa, 
3. 	 I.F. Kaudulla
 

(for necessary action)
 
4. 	 Colonization Officers
 

(Diyasenapura and Wijayapura) (for necessary action).
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by the farmers thenmselves on an individual basis, not via the mediation of any 

farmer organizations.
 

The question that spr ncs 
 to mind is how, in practice, does this process work. 

Unfortunalely, the avail(I)j( informalion isvery fragstie icIy, although it is clear 

that the outcories (ire Ilh result of ci lrent deal of nmlneuveririq it the personal 

level, and thus ir( refleclive, of the l,(,i'll(l social, ecor[ornic, and political stature 

of different irlidividmrills, I r giic ('hs of K( dul and 


siggesl thot lehrmola 01) 1Willy 


inform ictioi f romi lI ia elsewhere 

I(,(d I.. [0 ( sred. I-Tosewho have to cibandon their 

and suk (town land I elsc whore, freqluently receive !ittle or no compensatory 

!and. For the yala 19?80 se,jon at Kuodulla, we have two sets of quantitative data 

(Tables 10 and I i) Ihat clearly support this conclusion.
 

Ihe infor,,m(lion ill Tabhle 10 
 conmes from u large sampl, of farmers who were 

interviewed on an iMifornul!I!;is 1)y r(.si(un invest i itorn. It only inclides farmers 

whose own land wus not to rceive irrifation water. ' he interviews were 

conducted in the mnidst of the Ioand allo((t ion process, curd it was not possible to 

replicate them once the process was coi p1lele. The Ir nmd, however, is very clear. 
Phe majority o thos, (illocaled laird elsewlere were unlikely to cultivate it 

themselves, (.though mrost would receive somt kind of c(ash conpensation from the 

actual cultivator. Table I1, presentinq d(1a 1rom a different sample of farmers, 

also clearly confirms Ibat in the, i;ajority of c(ses, those (illocated lund other than 

their own plots did not ortally cultivate it. 

Whether or not hethmac rehults in an equitable distribution of water is a 

question beyond the scope of this study. Clearly, benefils are distributed less 

equally in practice than in principle. One inichlt, however, argue that there is at 

least sorme transfer of incorie from richer top-end cultivators to poorer tail-enders 

through compensation payments for cultivation rights foregone. Our interest in the 

bethma system arises from a different perspective. The case material illustrates 
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Table 10: 	 Land Use Arrangements Made by 122 Recipients of 
Bethma Land at Kaudulla, May 1980. 

I ecipients
Types of ArHrn euci I (,ench(cl Number Percent 

Land was solely ctultivated )y I lh,
 
pernanent allot fee in reIl) rn for some
 
compensation to tb, ethrnmc illoltee, 
 36 	 30 

Land was et Illivoted by a fart (r other
 
than the permonent allotte: in return
 
for sorne comlpensation to the bethina
 
al lot tec 
 14 	 II 

No final arrangement was muade because 
of dispute or uncertaiuties '-	 47 39 

No plot of land was allocated 	 3 2 

Bethima al loll ee (lt tajci ly worked the 
plot allotted to hil 22 	 18 

Total 122 100 

*The most common (:ompens(t ion arrcnqeinent was for the actual 
cultivator 1o 1)(iy lhe betlmh a allotlee a fixed rent in kind at a 
lower rate tan hat levied tinder the prevalent local tenancy
arrangemenl (vee poronduwa). 

"ln eighteen cases, there were douhs or disputes about access to 
irrigation writer. In eight cases, IOhe hethuia alluttee had been 
asked to puy the permanent allotlee a cash compensation for the
land preparation work already completed. In six cases, the 
permanent al lot tee had allegedly all owed the bethrno al lottee less 
land than his entitlement, and in five cases, had not allowed him 
any land at all. Other problems arose in ten cases. 
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Table I!: Amnount of Paddy Land Aclually Cuftivated by
Sampled Farmers at Kaudulla According to !he 
Localion of Their A!lotted Holdinqs, Yala 1980S' 

A vr n~ Ixtent 
Locatinn I,1j..1ii K r ft ol f)(Id viy

Symbol on f ariers It'! C(ltivated
Location Figure 7 Sarnpl_jjer Farmer 

Tract I Top-ernd A 19 1.6! Acres 

Tmact 2 Toil-end B 19 O. I Acres 

Tract 8 (C 19 0. I Acres: * 

•This informntior relales to the fcrrners interviewed regularly 
during the 1179- O nri('I-iuturol year in the course of the 
Farn Power lProi( c 

*AlIA the paiddy w (s irtct-.d in the Scheme. 

* **Only three of the nineteen farmers CUlTiv'led any paddy at 
(inaverage of one ccre each. 



how the important I)rocess of allocating actual access to irrigation water takes 

place in large part outside the iurvie:w of toe cilftivotion meeting. Although broad 

strategic (decisions conmerrninl n termiative principle", of ullocatiori ore discussed al 

the cul ivution meetinfj, finol dris ions (r frequenly arilqiguow.. As recorded 

above, the third ci,/vatjoi iiletinq closed with officicils asserting that no water 

woold be issoetw leyolJi root 5 (imdl (I dirolip of farmer- , o Irart 6 vehemently 

asserting that tli-.y would a Io landrot mr the They 00d cilready prrenared. In the 

ionq run, the I wol irrijal ion s":ft fotnd'.t impossible to de.ny i,.,,t,rto Tract 6, and 

sotm0e w(ter was d( VI(,frd o 1( lrly ((ict 'vee, th iiol t tbe ,(,as0n. This was 

mainly to serve mi leei farmters who had thIequti Ihe ciltivotion of non-paddy 

crops. Also, severail I rat 5 tr i nrs took ad\,(llt Oge of the water to grow paddy. 

Wlhat wa.s the, aol uol o€uto ri i)J e 198(0 secson in ter ns of cropped area? 

The answer is twiddled by tihe wide:e rationl between the two sets of estimates of 

cropped area rtported it ilie ;ast (-0oranr of T able 12. Since, however, the 

alternative csfitnales are widely divergent only in the case of non-paddy crops in 

Staue 2, tle prs'r 1! or9umen tis imuctu ifectc(fCd. P01rl'aps :he moit significant 

conclision is 1hat In h (irlf lel iris of Joti.tis(s in otnnr :aile-r ,, the government 

machinery on irrijalion s( herlIs is very imlcht at tnrc o pn ddv cropping. 

A further (o1i ii flon the, ,trltis hcs in tatle 12 is th(at (is previously pointed 

out, they are colleocted ty i i st off o the s\gr iculture l)epartrnent, not Irrigation 

and according to residentin!, nolhydraulic units (i.e., tractsi. The actual paddy 

acreage in Stage I, v.iotsly e:irlfanted as 1,994 and 1,882 aicr-s, was more or less 

the same as the aggr(:c, :h4Iitarget of 1,85? acres. I has been demonstrated above, 

however, that the distriint ion of wler and land among farmers was significantly 

different from the plan. Whether this was also true of the allocation of cultivated 

acreage between different tracts, one cannot soy because of the way in which the 

cropping tigures were collecled. 
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Table 12: 	 Allocated and Actual Cropped Acreages,
Kaudulla, Yala 1980. 

Area Allocated Area Cropped* 

Stage I Paddy 	 1,859 1,994 /1,882 

Non-paddy crops 	 0 77 / 

Stage II Paddy 	 0 810 / 950 

Non-paddy crops As much as 
desired* 847 /3,522 

*The two alternative sets of figures were obtained from the 
Mediriqiriya Agricultural Office by different agencies at 
slightly different times. 

**There are officially 5,935 acres of irrigated allotted land in 
Stage II. Given the lack of credit and seed compared to 
paddy, one would not expect the entire acreage to be 
cultivated with non-paddy crops. 

0 



93
 

It is clear that in Stage 2 there was a large cullivated area of officially 

illegal paddy. This was 1sually around the top ends of canals, where farmers could 

easily appropriate wcater. --he official crop statistics, although questionable, show 

a marked decrease in the ratio of pacddy to non-paddy crops as one moves from the 

head of Stage 2 to its (li1. Many it not (ill of those Slage 2 farmers who refused to 

agree to c belhini ciltivation on Stage I rnust have felt pleased with themselves, 

even though, as one would expect, avrage paddy 	 yields on Stage 2 were rather 
7 

low. 

3.5 	 Managing the Water 

To make judgmnents about the degree of success of the water management 

practices adopted in lhe 1980 yala season, one would need to make quantitative 

calculations such as irrig(ation efficiencies and water tuse rates per unit of 

agricultural outpijt. However, the r:quisilt e data are eilher not available or, if 

available, of doubtful accuracy.' A less rigorous, and more applied approach to 
evalucition suggests tthat perhaps the season should be counted a modest success. 

Major conflicts were avoided; water wois rvcilable until the end of the season; no 

crops failed duie to lack of water; if the rrort qenerous figures for cropped area are 

to be believed, the area crultivated was ciliout 00 percent of 1hat cultivated in the 

previous 1979 yala, with only about 4i0 percent as much tank water issued, and 55 

percent as muc-h water received in totol, including rainfall (Holmes el al., 1980; 

and Holmes, personal (comuitniccIion); paddy yields on Stage I were relatively high; 

and the cropping pat tern envrsaged (it the beginning of the season was in large part 

achieved-the inain exception being the substantial area of "illegal" paddy on 

Stage 2. One should, of course, note that non-paddy crops require less water than 

paddy and can tolerate longer intervals between water applications. 
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The day-to-day water manacjernent decisions were thus made in a context 

where water was scarce but never actlely so. [Note that rainfall amounted to 

about three-quarters of the long- erm locil aver(qe (lolmes et al., 1980; and 

Holmes, personal cotrnr nicction). One miigh conclude that approximately the 

correct decision had heen made concernirq the extef of cropped area. The water 

still in tank the end of Seaso wn s i,,i iethe cid tlic Jran~ (icioinst the substantial 

chance that rainfall would below te.a Iong-tern djveragv (Holmes et al., 1980: 

Table 4). PredictaLly, Many farirers prelerred i ,citftribule Hie fact that water was 

left at the end of the secson to the, int(xperic,( e ,)f the Irrigation Engineer. 

Discussion of water t iucnitageri nt proc I; I S ('(-iii 5b( st structured around the 

information I i out iM Iiqlret 8, which foci scs on the lijor decisions that are 

made by the Works Sisrpervisors...... t is, the timrirg, doration, and size of main 

sluice gate openitis. i-lt bough Ihere was no specitic mention of these matters in 

the final official decision on Ihe season's progrn (see Table 9), a three-days-open, 

four-days-closed pattern of deliveries from the main sluices had been mentioned at 

the first water meeting, and was aliost autormatic on Stage I. The normal 

practice was a three-day delivery to Tracts I through 5 followed by a three-day 

delivery to Tracts 6 through 8. Given that no water was to be celivered beyond 

Tract 5, the three-day delivery per week seemed natural. Note that there was 

scarcely any discussion of these matters at ilhc water meetings. This was con

sidered to be detail rather than strategy. 

Before looking in n-ior( delail at Figure 8, two general comments should be 

made about the process of allocating water during the season. The first is that 

rotational deliveries between channels were made in a few cases only and for 

limited periods when water was beginning to be very scarce. On )tage 1, there 

were no rotations between the nine distributary channels taking off from the Right 

Bank Main Channel. However, during June and July, rotations were enforced 
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FIGURE 8: SLUICE GATE OPENINGS, KAUDULL4 SCHEME, YALAI 1980 
Notes: I. There is only a single gate on thc Low Level Sluice. There are three gotes on the High Level Sluice, but only two were 

ever open at any one time. When two were open, a thick line was used. 

2. The size of gote-openings does not in itself indicate the volume of water issued. This also depends on tank water level. 
The Low and High Level Sluices both have different size apertures and ore situated at different levels. 



Date 

A. April 21 -

May 5 


B. May 6-13 


C. May 14-30 

D, June 25-27 

E. June 2 

F. June 9-II 

G. July 24-25 

H. July 30-31 

1. August 6-7 

J. August 8 

K. August 13 

L. August 14 

M. August 20-21 
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Notes to Figure 8: Kaudulla Irrigation Scheme. 

LOW LEVEL SLUICE (One Sluice Gate) 

The sluice gate wcis continually openi at three inches because it 
was jammed by a log. Some cultivators used the flow to 
prepared paddy lands (see text). 

The sluice, was closed for repairs. 

A relatively small contintious delivery was m de for the 
completion of land prepara4,ion tlhat hau I)!eui lw( Jun with leaks 
and rain water. (Note that no such contif-mms delivery was 
made to St ge II, (is paddy was not supposed to hx grown there.) 

The regular water delivery w(1s o1 gruented so tlct some water 
could be directed to the in crol)p 1t(il-,nd I r(icts 7 and 8 for 
domestic purpos es. 

The sIk,' (,was opened wider than usual on the first day of 
delivery to increase "head" in the chainnels and allow more 
water to be (Iircl(dto the tail-ends. 

The recedinq tank level made it necessary to open the sluice 
wider to comtipensate for the reduced head of water and still 
issue the sa ne qua nt it ies as ef ore. 

The sluice opening was reduced on the second aid third days of 
delivery in an attemptl)t to scive walter. Water was beginning to 
becon-e scarce. 

The sluice opening was incre(ise(J to compensate for ihe further 
head loss because of falling tank water levels. 

Normal delivery was suspended on the sixth and kept at a low 
level on the seventh hecause of heavy rain. 

The sluice was optened inore on the previous day to permit a 
water delivery to Tracts 7 nd 8 for domestic purposes. 

The normal dai Iy delivery was postponed because of 
construction work on n bridge across the main channel. 

A relatively big delivery was miade to compensate for the lack 
of one on the previous day. 

A relatively big del very was made because of complaints about 
water scarcities in Tract -[3. 
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Notes to Figure 8 (continued)
 

Date LOW LEVEL SLUICE (One Sluice Gate)
 

N. 	 Septerm ber Sluice opening w(is reduced because nost crops were close to 
3-5 harvest. 

0. 	 September h1e siluice opening was increased again because of complaints
10-12 about water scarcily. 

P. 	 September No deliveries were made because it seemed that no more water 
13-19 was required. 

Q. 	 September A few farmers asked for water, and a final delivery was made. 
20-22 

Date 	 HIGH LEVEL SLUICE (Three Sluice Gates) 

A. 	 May 19-20 A small delivery was made for domestic purposes. 

B. 	 June 14-17 A snall continuous delivery was mude so that the channels 
and 21-24 would not dry up (in(l the rriain three-day issue would travel 

more rapidly toward the t(iil-ends of channels. 

C. 	 June 26 An especially big delivery was made because oi complaints 
about water shortages beyond Tract B. 

D. 	 June 28 - The practice of cont innous deliveries was terminated because 
July I water was becoiminq scarce. 

E. 	 July 2-4 The norniml sIuice o)ening was increased to compensate for 
reduced tank wecter levels (see F (bove). 

F. 	 July 23-25 The normal delivey was reduced on the second day to save 
water. 

G. 	 July 30 - The normal delivery was increased because of complaints about 
August I water scarcities at the tail-ends. 

H. 	 August 6 A slightly reduced delivery was made on the first day because 
of rain at the tail-end. 

I. 	 September An especially big delivery was made because the main channel 
3-6 was closed for construction work. 

J. 	 September The system was closed for eight days because of construction 
7-14 work. 

K. 	 September An especially big delivery was made to compensate for the 
15-18 previous closure. 
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between field channel, taking off from two of the distributary channels. The 

three-day period of waler delivery was divided so that the top-end field channels 

received water for one and a half days and the tail-end channels for one and a half 

days. These rotations were made in response to problems at the ends of these two 

distributary charnels. they were informally evolved by the Irrigation Department 

field staff and the vel vidanes (farmer represent tives for writer management) 

elected for the firsl lirre early in lhe season. 

On Stage 2, the problem of ,,Ituing writer to tail-ends was, as always, more 

serious. The fact ltait the High Level Sl nice serving Stage 2 is higher than the Low 

Level Sluice (see above) mcocint that there was less head at down the Stage 2water 


channel system. In e(rly .Jly, 
 (i rotation schedule between distributary channels 

was introduced. During the three-day delivery period, Tracts I through 4 received 

water for one and a half days and I rncts 5 through 12 for the remaining one and a 

hal, days. One might note that this represented a de facto acceptance of the 

cultivation of a large paddy acreage toward the top of Tract 2. These top-end 

tracts were given more than twice (is much water per total acre (i.e., cropped or 

non-cropped) (is toil-end ki,(.e again, thethe tracts. 9 dec:sion to introduce 

rotations and to allocate water in those proportions was made by the local 

irrigation staff in response to immediate exigencies. 

A second general point is that the allocation of water among farmers was, as 

in all schemes in all seasons, accompanied by a continuous ferment of actions and 

responses on the part of individual farmers and field staff. Farmers continually 

blocked channels to augment their own water supply while their dams were 

removed by other farmers, vel vidanes, and irrigation staff. Because water was 

scarce, many farmers were especially depelident on field-to-field flow rather than 

direct supply from field channels. They attempted to increase their supply from 

other fields, either in cooperation with the other cultivators or unilaterally. 
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Farmers cultivating under beima on part of another's allotment often complained 

that the permanent allottee would not them fair share of(jive their water. The 

Works Supervisors listened to a continuous flow of complaints and requests. 

3.6 	 Managing the Main Sluices 

The relevant (emiri-dl information about the operation of the main sluices 

has been (jiven in I i(Jrc H (id Ihe (iccornpanying chrorological commentary. 

Listed below are. the n in points of ill riest: 

(I) 	 The :,recision of sl ic(- qi (ponds, Ol)imi(is (i , or the personal predilections of 

the individual Works, Soijp(,rvisors. II rost c(ises, the first day of the three

day deliver.' was niorked 6y (n) especial ly large isst, designed to q'jickly build 

,up i 	rltvsc(,i 1 Ivol of miter in 16-, ch nfils. This increa:sed the chances 

that at Ic(aii r ro t(iii ends. Yet this practice was notsoiiw wa lIr woifl( I 1 


consistently fIllo ,wed,(sp (:iClly on Stage 2.
 

(2) 	 The High Level Sluice has three ganles. When atlteropiing to deliver a given 

flow of water, (I choice ist he rm(ie (is to whether to use more than one 

gate or to open one we(br. In tho t orl part of the season, the practice on 

Stage 2 varied. Given the lock of any volurmetric flow measurements, only a 

very experienced Works Supervisor could make accurate judgments about the 

consequences of alternative decisions. 

(3) 	 Sluices were closed afler heavy rain. 

(4) 	 Exigencies, such as construction work, require occasional and sometimes 

luite substantial changes in delivery schedules. 

(5) 	 Barring exigencies, the basic three-days-on, four-days-off delivery schedule 

was closely adhered to. This reflects a perceptible "tightening up" in recent 

years of irrigation management at Kaudulla, perhaps partly in response to 

detailed hydrological research that has been in progress there since 1978 

(Holmes et al., 1980). 
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(6) 	 Even when the delivery schedule was closely adhered to, the supply of water 

towards the tail end of even main canals was markedly more variable than 

the supply at the top end. This conclusion is not derived from the data is 

Figure 3, but from a separate measuring exercise. 10 This is quite normal and 

predictable for a surfacc irrigation scheme in which it is not possible to 

prevent top-end farmers from helping themselves lo water. It helps to 

demonstrate that deviations frorn a fixed supply schedule are especially 

harmful to tail-end cultivators. 

(7) Most important, the information in Figure 8 illustrates that decisions to 

change sluice gate openings are made on an ad hoc basis and in response to 

immediate pressures, especially farmer complaints. This was especially 

evident during the months of July and August, when waier began to be 

scarce. 

Whether or not the decisions concerning sluice gate openings good orwere 

bad from a technical (i.e., irrigation and agronomy) point of view is a question that 

cannot be answered with the information that is currently available. From the 

political and administrative points of view it may be that the field level Irrigation 

Department staff manage water at Kaudulla in the best ways possible. For 

example, the strong tendency to respond to reasonable complaints about water 

shortages, even the of a continualat cost 	 oscillation between conservation and 

delivery of water, may be justifiable because it is the only way to prevent a major 

buildup of farmer reseramcnt, which ultimately leads to political disturbances or to 

damage to physical structures. The main conclusion of this discussion, however, is 

that the actual water management process at Kaudulla is carried out largely 

independently oz the ct vation meetings. Rather, it is the outcome of local 

decisions, personalities, and social and political relalionships. 
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NOTES 

IThe Kaudulla tank has the capacity to store 8.1 acre-feet of water per acre 
commanded, the highest figure for any of Sri Lanka's large schemes. This 
compares with an averaqe of 5.6 aocre-feet for the fourteen schemes that have a
command (rea greater than 7,5(0 acre-feet (data in Farrington et al., 1980:7).
The adequacy of water supply, of course, (ilso depends on water yields from thecatchment area and elsewhere. "ince, however, Kaidulla and several other 
schemes are now ahle to receive water fronm the Mahaweli system, direct 
comparisons helwtii schernes regarding potenlial water availability are not 
meaningful. 

2 This is based on private conriunication from the staff of the Hydraulics 
Research Stalion, Wallingford, UK. 

3 The research conducted cit K(hdlla reveails extremely high variability in the 
spatial distribution of rainfall 'r the scheme area, a product of the shower 
pattern of the mronsoons. For additional information see Holmes et al., 1980: 
Tables I and 2. 

4 According to these statistics, paddy covered 95 percent of the officially irrigable 
area in the yala 1978 season and 97 percent in 1979. 

5 There was no sniftable alternative venue, but the choice of Medirigirya made it
certain that top-end farmers would be better represented than tail-enders. 

6 Under tie bethma system, rights to water (and, attendantly, land) are temporar
ily reallocated among cultivators for the season. All within the larger area are
given some land to cultivate within a smaller area at the head ol the system that 
can easily be irrigled v.,ith available water. 

7 This conclusion is inferred from a comparison of two sets of yield data. The 
official figures from the Stalistics Department's Crop Cutting Survey, based
almost entirely on crop cuts made in Stage 2, suggested an average yield of
thirty-eight bushels per acre. By contrast, the sample used by the Farm Power
Project, located mainly in Tract I of Stage I, suggested an average yield of 
fifty-six bushels per acre. 
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NOTES (continued) 

8 One might note in addition that recent invesligations have raised doubts about
the actual size and shape of the sluice outlet to Stage 2 of Kaudulla Scheme, and
thus threw into question the accuracy of esiimated sluice discharges (D.W.
Holmes, personal comm,unication). 

9-I-racts I througlJ /I accounted for exactly one-third of the legally allotted 
acreage unijer Stage 2. Ltven hud farmers beeni unable to tap water intended for
Tracts 5 through 12--which is almost impossible to stop-the upper tracts
would have received twice as much water per total acre cis the lower tracts. 

10 Throughout the yala 1980 season, measures of water levels were taken at three
day intervals at two fixed points: the offlake from. DI channel to the RBI 
channel at the head of Iract I, and the offtake frotrn the main channel into D9,
serving Tract 5, the lowest point to which water was officially delivered. The 
water level at the head of D-9 exhibited much more variability than at the head
of RBI. This variability was rreasured by coeflicients of variation of the water 
level, which were 52 percent and 39 percent respectively. 



CHAPTER 4: CONCLUSION
 

4.1 	 The Performance of the Cultivation Meeting System 

One possible inlerpretation of the case study material presented above is that 

cuitivation meetings serve no useful purpose. This viewpoint would likely u. is 

from a very narrow understondinq of the function of cultivation meetings, that is, 

that their purpose is to make dernucralii and authoritative decisions (i.e., 

enforceable nid enforced) about th,., ,se -f water and the cultivation calendar. On 

large-scale schemes, iI is evident th(tl the cullivation meeting system does not 

work in this way. It is, at best, an extreecly lim ited, arbitrary, and disorganized 

kirnd of democracy. The decisions made (it fhe meetings are, in large part, nominal. 

Yet the fact thal cultivation meetings do not live up to certain ideals does not 

mean that they serve no positive purpose. Indeed, our case material suggests that 

they perform at least four positive tunctions: 

(I) 	 They provide distinct, even if limited, possibilities for farmers to embarrass 

governmer officers publicly before the Government Agent. In this sense, 

they are a residual check on a blatantly poor job performance or immoral 

behavior on the part of officers. 

(2) 	 By obliging s-nior representatives of different government departments to 

publicly agree on a set schedule for the supply of agricultural inputs, the 

chances that seed, credit, and water will be provided at more or less the 

appropriate tithe are increased. 

(3) 	 The meetings provide the farmers with broad indications of how the irrigation 

staff intend to deliver water in the forthcoming season. Although agreed 
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schedules are often considerably amended. some information is better than 

none at all from the point of view of the farmers' planning for the next 

season.
 

(It is important to bear in mind thai farmers do no! just wait for water. If 

there is to I.( they need to prepare by repairing ploughs, securing credit,a season, 

arranging for labor, fertilizer, or traciors. If they ore ,kel,, to cultivate, theytwj 


may wish to prepare for tie alternatives: seeking ajjob on (,public works scheme; 

undetaking some small trading enterprise; gathering materials to rebuild their 

homes, etc.) 

(4) 	 Most importantly, especially on conflict-prone schemes such as Gal Oya, the 

cultivation meetings permit I he officers to "take the farmers' temperature" 

-- to assess, from the size of ottencdance and the tone of farmers' language, 

the extent To which they will cooperate with certain suggestions or, 

conversely, the extent to which certain ideas may be pursued without 

provoking the intervention of politicians or open conflict. Relations between 

irrigation staff and farmers are often antagonistic and cultivation meetings 

help prevent this antagonism from boiling over. (To be sure, if the meetings 

are badly handled by officials, ihey may actually keep dissatisfaction 

simmering. At Weeragoda, antagonisrns increased as a result of the meeting.) 

That said, it is clear that cultivntion meetings play only a small role in the 

preparation and implemnntation of water management schedules. Further, the 

system is characterized by a number of apparently pathological features: the 

arbitrarin .ss wiih which meetings are sometimes arranged; the lack of official 

preparation for the meeting; (failure to provide up-to-date information or to 

investigate recent records for lessons and guidance); low farmer attendance; belief 

on the part of both officers and farmers that meetings are a waste of time; 

ill-tempered discussion; timing of meetings too late to prepare for non-paddy 
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crops; rushed decisions that comnmand litile snpport; lack of effective neons of 

reochiiqg consensus when different groups !irnfly hold radically opposed views; 

waste of valuJble meeting time on apparently petty individual problems and 

grievances; the tendency of officers and tarn ers to form opposing hostile blocks; 

decisions rncid, in 11w)( xpectct on of ac(111 watier scarcity at meetings held just 

before i e owts Iof heovy ralin; prmisi-, of irncr (iscs In aitthorized areas if 

expecte(I rainfll kirrves; and, ohove all, tII, fact tiiola decisions ore widely ignored 

or flooted. 

The fundairiental problems assoc 'iardwilh the cultivation meeting system 

can be grouped urder thice re loletcd headi ihigs: 

I) The onc-i),r-pt 'sc-soll iel not satisfac tory means of engaging inii)Oliq a an 

effective d(ilogu'. vsil! sevrul tlmiusnid farmers. It is physically impossible 

for more than a tiny trcuion af furmners to hov, their voices heard and there 

is no way to weight the r(,pre-sencitiveness of each voice. A speaker who is 

respected ;n his locllity, who is I1he chairman of the local h-anch of the ruling 

poiitical party, and wlhe is voicing tihe generul opinions of his neighbors 

deserves seriots consideratior. 

(2) 	 The decision:; nroduced by th-e, pres( n systeii are so impractical that neither 

officicls, polil;clans, nor forriers tcel miuch obligation to adhere to them, 

though thy nominclly have the force of law. 

(3) 	 The planning and implemetal on of water delivery schedules should be an 

ongoing process. Plans for water delivery should be continually revised up to 

the end of the season in light of rainfall, changes ir, the physical capacity of 

the 	 delivery syslern due to damage or repairs, and polit;cal pressures 

generated by inadequate water deliveries. The present system is based on the 

fiction that planning is unoertaken at the cultivation meetings in an open, 

democratic, and accountable manner, and mere implementation is left to the 
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Irrigation Departnent field staff. The result, cis we have seen, is that nearly 

all real decisiuns- .e., decisions that make a difference as to who receives 

water ard when--are made by the ruentIrrigalton l)epir staff in situations 

where there is no democracy, no openness, an d little ccountability. Instead, 

decisions are made in response to urqent pressures from many areas. 

The result is the kind of oso ill ation in waler mana-geinent practice detailed in 

the case of sluice openings ait Kaudulla. One cannot judge whether there is any 

substance to farnmers' claims that Irrigation Department staff exploit their decision 

making power for personal ends. In Gal Oyo, we know lhot TA's seldom know water 

delivery schedules in advance so that their capability to benefit from bribery is 

severely irnited (though it exists!). However, such charges are almost inevitable 

when the formal public decision making procedure is widely ignored. 

There are p(irticular reasons why the cultivation nieeting system is especially 

problematic at Gal Oya and Kaudulla. At Gal Oya, part of the problem lies in the 

large size of the scheme and the consequent need to divide into several meeting 

areas. At Kaudulla, the problem arises from planning in the absence of information 

on how much water will be delivered From the Mahaweli System. Yet it is not the 

circumstances peculiar to these schemes olone that leads to a critical evaluation of 

the cultivation meeting system. The problens set out above can be serious, even 

on small, self-contained schemes where only one meeting is held, and the tank is 

the sole source of water. 

4.2 Options for Improving Water Management 

(I) New Decision-Making Organizations-At least two possible means of 

improving the cultivation meeting system emerge frorn the analysis above. The 

first is that meetings should cease to be open to all farmers and instead be 

restricted te (presumably elected) farmer-representatives, each chosen to 
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represent a hydraulic unit (e.g., one or (1 normber of distributary channel areas. 

Such an arrangement offers the pros;pect of orderly discussion, of representation of 

the interests of farmers on cill paris of ,ch( res, an(i of assigning responsibility to 

representaties for the ideas they proni ole. A second, and eclually important step 

would I)(.' to incorport e forrmner represta(itives, along with some officials, into a 

permanient stanainfg comulit tee, wii( h woiuld iuleet frequently and regularly, 

perha[)s once, (very two or lthro,, w ,s (, urinqg (N season. Oine would hus be 

dispensing with the fiction that I su(ison's irrigjation sclhedule ccn be pla:cnned on a 

once-cand-for-all basis before INl,, season Iegins, hefore .ainfall is known, and 

without allowing for other (xigu nci s. 

Such scjgcj s-tions are not novel. Sinmilar ideas are sometimes expressed by 

officials concerne.d wi th irri (J( iion n anoger ent, and on experiment of this type has 

been conducted In Illu i v tanks in the North .entral Province, which fall under 

the Tank Irrigation Modtfernizctiion I1',j.ct (Park 1978). It is, however, not clear,er, 

what success the experiment is having. 

Doubts cout the effectiveness or acceptability of a standing committee 

include: 

(a) fo set up such a coinmittee is relatively easy. To ensure that it becomes an 

effective decision making arena, and Ihct of ficiuls genuinely share informa

tion and authority with fcrmers, is more cifficu lt. 

(b) Such a comrnittee would, to a certain exlent, become a political arena, both 

in the broad sense that representatives from different areas would be 

competing with ow another for water, and in the narrower sense that party 

affiliations intrude. However, the allocation of water is already a very 

political matter. MPs tend not to have an overall picture of the issues 

involved in water management at the local level nor do they feel responsible 

for the consequences of changes that they attempt to impose. This is 

http:I1',j.ct


108
 

because frequently their only contact with the allocation of water is through 

the complaints of 1heir constituents. The inclusion of MPs in the committees 

and the acceplance that water allocation decisions are invariably political 

migh lead to a less arbitrary and more constructive set of relationships 

among farmers, politicians, and officials. 

(c) 	 Removing decision making from the pubiic cultivation meeting to a small 

committee would raise questions concerning the relationship of the repre

sentatives to the mass of the farmers. It might be argued that there would 

be a continuing need for some kind of forum for ordinory farners to express 

views and complaints and for decisions to be explained to farmers so that 

they could express their views ond obtain informutior on planned cultivation 

schedules. One possibility would be to continue to hold cultivation meetings, 

but on a consultative basis only. A second would be to depend on a federated 

structure of farmers' water user associations, with the lowest-level (field 

channel) group linking with a federiteed structure at, say, the distributary 

channel, the latter actually sendinu representatives to the scheme 

committee. Just such a structure was planned for the Tank Irrigation 

Modernization Project (Parker, 1978), and is currently beginning to evolve at 

Gal Oya through the Institutional Organizer Program organized by the 

Agrarian Research and Training Institute. In any event, there would be a 

need, as indeed there is at present, for a public notice-board system through 

which intended irrigation water issues would be publicized and continually 

updated.
 

(d) 	A standing committee system would require resolution of a difficult question, 

that is, the role of the Government Agent and his assistants in irrigation 

planning. The chairing of water meetings by the GA/AGA has its origins in 

very different historical conditions (see Chapter 1.3), but is currently 



109
 

justified by the fact that only the (,A/AGA has the authority to coordinate 

decisions concerning t)ro(lrOius of the swparnto government agencies involved: 

the Irrigation, Agriculture., Aqrorioii Services (nd Land (omrnmissioner's 

Departments, and the b(rnk.s. Yet the GJA/AGA could probably not be 

expected to pr(side over 0 r (le in(J held every few weeks, except in a few 

very larqe schenwie Ilke (10 ()y. I lsewhere,, wolild th role of the GA/AGA 

in v. .Jerrmiomriqient f to If so, ;,ie nextcome (inend'' most senior official is 

the Irriqc(,ton I u ineer, lh,,re, r y I)(- questions as to whether he has the 

status 	arid (outthority to coordinaite all of the stj)oJ(te (!(I(uc-I(s involved. 

We would note it i t (0cir, i)!mr prlor(,red Ioilly 1/ thi. Ministries of Lands and 

Agriculture iM Ih() (itteopted to coorilirtc (illtivotion ieetliug decisions throug'i

/(iiol of stlortinq 

step that furth(r rennoves (1(-IsHO rri(ikiq from the local area (Ministry of Lands 

and Ministrv of Airlt rc. 1)80). 1I wld 

out 	 the coinlry (M( h',!in, i sy owor o t (ill (Ind finishing dates), a 

not he wise to be too optimistic about 

the eff.ctiverness of such ur n,-w wotr ri(eIn(eIT/riert coriit-flee, and certainly not 

wise to expect any r(pid results if thf. (Jovernrint's expeclation is to centralize 

rather than decent rali/, pl onni nrin oper ,. I xperi-noce in (,al Oya during0(1 iof 

1982, when formers were, :onsulted iiI the p r-c, itiv( tion neeting decision making 

process and farmer-rep,t)resentatives wer( sul)seliJent ly invited 'o sit on the Dist rict 

Agriculture Corrn, itee, sug(ests thn thf.rc is considerable potential as yet 

untapped. It is pren-ature to fully assess the imolicat ions of this experiment, but 

there is no doubt that the psycholocic(al impact has been tremendous. If it results 

in better relations between farmers and officials, then substantive progress will 

have been achieved. 

(2) 	 Matching Planning and Operntion-A recurrent feature of water manage

ment in Gal Oya is that there is little attempt to coordinate the planning 

decisions, including those of cultivation meetings, with shorter-term 
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operations during the season. This situation appears to be prevalent 

throughout Sri Lanka, although there are varyincl :eqrees of uncertainty. In 

Gal Oya, it is difficult to predict both discharge and timing of deliveries, 

while the Kaud lII d(kita indicate thai the tirniag of deliveries is more reliable 

than the amounts of water disf.-harged. 

Two realedt (tit ouns orisa,. Are the releises of water into the scheme by 

the Irrigation lD'partI(e'nt coiJAt('t with overall water availahility during the 

season'? And is the delivery of irrigjtion 'Aater to specified locations at which 

farmers assurne mmn riail (ortrol don, in ai reliahle mnrirwir? There is evidence to 

suggest that rnor, c(-r. hais to !)- tal(en i rel,(isimj w(ater frum the reservoir so as 

to ovoid creatinq tunnm'( ssary deficits during thei( ltter pcrt of the season. This 

may appear to e, 1iiircly a t chnlic-al rantter, bat this is not true. To be sure, the 

Irrigation L[nyinecr ',rein (hirgje of a sch is laced with cI difficult, if not impossible 

task. He has to crce-cpt that, de'spite his technical odvice, cultivation is likely to be 

authorized for a l rger area thair he is certain con D(, served (and the area actually 

cultivaled is Ii kly to he even Ilarger). He (can, with considerable justification, 

blame political processes for this (liverc(-'ncre. With relatively little incentive 

(financially or in ternrs af prornotion), he, is expectrd to nccommodate al; political 

pressures brought to ber on ti e operclliny plan. If he tries to restrict issues during 

land preparaition so as to lirmit total lcnd irriyaled, he will face immediate political 

pressure fror farmers and their , epresentat ives to increase issues. This will result 

in increased deruand for water throughout the season. Since their political standing 

is generally low, it is easy to syrnpathize with Irrigaion tngineers who bow to one 

or other of these pressures. 

At the same time, it must be recognized that no effort is made to monitor 

performance either during or after a season. If records were maintained that 

indicated the proportion of available storage released on a weekly basis, the 



III
 

Irrigation Department would be able to demnonstrate the likely effects of respond

ing to increased demand for water. This would eliminate some crises that arise 

luring the season, especiclly toward the end. It should be stressed, however, that 

this requires cooperation from higher administrators and from politicians during 

the season, as well (isbefore it. A corno on c:omnplaint of Irrigation Enqinflineers, and 

one that is frequent ly jtIs if ied, is lthot they receive so. te easure of pol; f ical 

support before (I Stosori, but w hen e-livotilin t0 n010 nces, It.hpoliticions irvariobly 

take the side of fariners, even if th(, lnds under cultivation that ore in need of 

water were not unthoriz (etc he p (int( d. 

Conventionl wisdotn th(ki 1hotit iost wutr tminugentent problems originate 

at the field (wv Itbeco((t se of former rflistno(jerneni. Analysis of thirteen years of 

records Irot (,el Iy(aIndi((ties I :,I lhe jnr Ii obility of water deliveries starts 

highcr up the chainnel systern, and Itot (,vn in y uurs 'w'ith high storage, it is not 

possible tor t(rr:ers to predict either volmt(, or timing of successive deliveries on 

the basis of wnat they hove beer told by tth( ID) (;Vitrr v-I <itst, 1983). One cause of 

this lies iM tih r(l ativy low ra lio of (wiloble supply-to-cnficipaled demand that 

results when lr . Iresseres 

Irrligation I)e.p(rtwnt i> I t,,i forced 

irerpolItcil to extend the (ttilhorized area. The 

f,)retspond to roinfoil in an attempt to 

conserve w(t l r itt >,orFtt ,[t'e of this is disrupt ion of.t ct delivery schedules. 

Attertpts were iode in both 1/)80 (riSi 18 I to itpleinent monthly delivery 

schedules, but in torrmation was only given to lechnical Assistants, who were 

expressly told not to inform farmers. These sched(tles could not be maintained for 

rhe entire rtonth. 

A second cause is the continued failure to clearly define those locations 

within the conveyance system where responsibility for control of water passes from 

the Irrigation Department to farmers. The Irrigation Department controls the 

distribution of water throughout the system, down to the level of individual field 
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channels, though it does not have the capacily for such control. Indeed, the latest 

thinking (now being inplemiented iri rheory in Mohoweli '"T' lock) is thai rotations 

should be planned and controlled down to the ii nfa(idjacent pairs of farmers along 

a field ci ,srneI, with lhe Irrigation I)(epnrtsnwent ope.r(it if(ievery strujcture from the 

reservoir to the field eh(iflnnl ttiritit, Ibi . pl (s the )epart ent's inanagerienl 

capability under tret s(,dooa strain, arti cu (orly cis stffi ng levels are being cut 

back and fundinq reduce. 

For f(ira er-h(sed rmanagement to he eftective, itis necessary for wrter to be 

relial)ly deliwe .r,d I) rirqje and Iianq shouild b e relIatively predictable, and 

changeqs in (ivance. issbulldIw(. pa"sse(l on to fturnwers I I (r-(, lit I le doubt, based on 

experimenkn( a r . in sorme schenes, Jh(il tarners Ihave considerabl aicinagerial 

potent il ILot ,(i t,.i. , ahove lheir field channels. At (,ail Oya, it has been 

proposed that frtii- s , lr on nager responsibility distributary ciannelstl e (is ,inl for 

that eocoii)mpass sv(rcil IffIlch(innelI turnotIs. If the Irrigation Deportment were 

to schedule irriqaitiori deliverius Iolh. eal of each distributary rather than to 

each field channel, they would substantiolIy redhicme their moncgerial requirements. 

Moreover, thl.s v/oid aillo., iorers to (iodpl nian(igenint strategies that were 

suited to Ioc!a usatitions crd wo ld prohlbly redure confl, f lwtween farmers and 

the governa ent. Inti,,, t r. it would be I)ossihle to cisse.ss actual waterlunger 

requirements for e(h hydroloi(cril (init rcther than operate according to gross 

estimates of overall wlter regiirui tnts. (It oppears ci present that the ID is 

willing to devolve O&M responsibility from the distributiry gate on down to farmer 

organizations in the Utiana area of Cal Oya beglinning withi he I183 yala season. 

This would be quite a departure frum past policy.) 

Present prutice is to assume a general water requirement and then to 

calculate the area that can be served by the volume of water in storage. More 

appropriate as a long-term strategy is to volumetrically deliver water to given 

http:cisse.ss
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areas and to allow farmers to make the decisions reglr(ding how the water would be 

best distributed in relat ion to land. Ior exchnple,4 it does rnot s,_em appropriate far 

the irrigation .)eporrnment to make d cisions about th !!Sr'il)liliorl ol water and 

cultivated are wi thin sn ll cornr!tond areas becauisuc there are several alternatives 

for fanrners, ic I iditnj l H Hi (id n(eqs in cropping patterns. The present 

(ar;-ngernetrts cli' s, irivit(il.y 1(,(1 to conflict orronq farrers and with the 

Irriguliun 1) pn .lpi, pirti whlrly if cl(pu cnt units are tre eY diffrently. If 

volunetric d(.lli\,rie', wert, adoptio, ii wol (e e(sier to spread water shortages 

over Much wider areas and 1,,t farm ers make the rlecess]iry managerial adjust

mnts. 

Admittedly. Sri L is long way a sysknka a from such en. Few schemes keep 

records of dischanjes oflhr than tanlk releases, ard it wouId involve the Irrigation 

Department in iuch (nre eneroelic nmin sysI.er, r mij(Joenkni than is currently 

practiced. It also ins to he stressed that (loser monitorin(; ot oischarges opens the 

Irrigation Dep(ir n ,nt up to greater pli- scrutin,,,, and this is only desirable if 

public accointobility i ( pplied equally to other (government officers and to 

farn-ers alike. If pr(Awsnt .Itf(rst, to orqr]nic frnuers at field ni(] distributary 

cha nnels den ansirate twit they C-iii inideed 11 cept responsibility for water manage

meni, then the first ste;p toward mor( tfficient and harnonious water management 

will have been takn. 
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