Management Turnover of a Pump
Irrigation System in the Philippines:

The Farmers’ Way

Leonardo S. : jonzales

INTERNATIONAL IRRIGATION MANAGEMENT INSTITUTE



P - ARR-A K

IIMI Country Paper — The Philippines — No. 2

Management Turnover of
a Pump Irrigation Systein in the Philippines:
The Farmers' way



P-AGR-9 IR

Management Turnover of a Pump
Irrigation System in the Philippines:
The Farmers’ Way

Leonardo S. Gonzales

INTERNATIONAL IRRIGATION MANAGEMENT INSTITUTE



Gonzales, L. S. 1993, Management turnover of a pump irrigation system in the
Philippines: The farmers™ way. Colombo, ¢ Lanka: International Irngation
Management Institute. xvi + 89pp. (IIMI Country Paper - Philippines - No. 2)

irvigation management . irvigation systems . privatization. farmers " associations
Jarmer-agency interactions ! farmer porticipation . case studies  Philippines /

DDC 631.7
ISBN 92-9090-170-3

Please direct inquiries and comments to:

Information Office

International Irrigation Management Institute
P.O. Box 2073

Colombo

Sri Lanka

© 1M1, 1993

Responsibility for the contents of this paper rests with the author.
All rights reserved.



http:iletacliosI.'.ft

Contents

Listof FIgUres e e vii
Listof Tables oo ix
Abstract e, SO OUOSURURIUR |
ACKNOWICABCMCNS ... Nin
Foreword v
Chapter 1. Enroduction ..o 1
Irrigation Development in the Philippines ... 2
The National Irrigation Administration (N1A) ... 3
Types of Irrigation Systems ... 3
Irrigation Service Fee (ISF) and Collection ... 4
Irrigators™ Associations (IAs) ... . 6
Chapter 2. The Angat-Maasim Rivers Irrigation System ... 9
The System .o 9
Agriculturc in AMRIS ... 4
Land Tenure within the Systemv...................... 16
Organizational Structure ... 17
Budget. Expenditures and Income ... 20
The Pump Systems Prior tothe FIOP ... 23
Chapter 3. The Farmer Irrigators' Organizing Projcct (FIOP) ... 29
History .o 29
Background and Rationale .................................. 30
Project Arcil ..o 32



vi CONTENTS

Project ObJeClives ..oovvevreneeie e 32
Project System and COMPONCNLS ..vcvveirecerinieicionees 32
Project Activitics and Timetable ....occovvevviiiincennenn, 33
Estimated Budgetary Requirements.......coeveveencenene 35
Actual Implementation ... 35
Selection Of FIOS .ocooiiiviiiiiiiin 38
FIO Predeployment .o 40
FIO Deployment ..o, 41
Organization of the Bukete ng Samahang
Maagapatabig or Farmer Irrigators’ Group .......... 43
Chapter 4. The Birth of Buspan TA Incorporated .o..ooovveinvnvnnenenne, 45
Organizational Establishment ..o 45
Systems Maintenance and
Opcration under BUSPANTA i, 51
Financial Management and ISF Collection ............... 52
Chapter 5. Impacts and Results oo, 3
Opcrations and Maintenance ... 35
Cropping INtensity oot 50
Power CONSUMPLION ....ooviiiiaie e 57
Irrigation Service Fee Collection .iiiciiniieennnn, 58
Chapler 6. CONCIUSIONS ....iiiviieeeieenrererere e sre e eesee s eesebeseeees 63
Chapter 7. Parting Words of One Irrigation Manager to Others ....... 65
BIiblHOZraphy oottt st sreenan 69

ADPPENAIXCS oottt 71



Figure
Figure

Figure

Figure

Figure

Figurc

Figure

Figure

Figure

Figurc

Figure

Figure

"

0.

List of Figures

LuzonIsland ..., 10
AMRIS general 1avout ..., 11

Schematic diagraim of AMRIS:
Network of actual arca irrigated ..o, 12

Schematic diagram showing the
operation of the Angat-Maasim rvers .............ccoe... 13

Opecration rule curve fomulated by NWRD.................... 15

Organizational structure of
Angat-Maasim Rivers Irrigation System ................... 18

Sketch of Bustos-Pandi Extension
Pump Irnigation System (BPEPIS) ... 25

Framework plan of FIOP ..., 33

Organizational structurc of BUSPAN IA
at the 1A level (upper box) and
at the BSM level (fower boxY oo, 48

Watcr distribution for BUSPANTA ...................o.533

Power consumption by NIA
and BUSPAN 1A 1984 - 1988 ... 57

Irrigation Service Fee collection, BPEPIS, 1982-198Y ... 59

vii

/ \T\



Table
Table
Table
Table

Table

Table
Table

Table

Table
Table
Tablc

Tablc

2

9.

List of Tables

Current ISF rafes ..o 5
Irrigated arca and average vields in AMRIS ... I5
Tenurial status in AMRIS .. 16
AMRIS G&M expenditure (in pesos) ........ccoovvreecveeenrinn. 20
Record of collection of current accounts

(CA) and back accounts (BA) {in pesos).............c...... 21
Record of income versus expenditure (in pesos) ............. 22
Pump irrigation systems in AMRIS ... 23
Records showing 1983 O&M expenditure

and collection of BPEPIS ..., 20
EXtent of project areil. ..ot 32
Timetable of project activitics ........cccovvvvierineieciieeenan 34
Estimated budgetary requirements ...........cccoevveveinneennne. 36
Irrigated arca and cropping intensity ........c..cc.coceeveeenneane. 56

ix



Abstract

THE NATIONAL IRRIGATION Administration (NIA) of the Philippines has
continuously prloted and implemented several approaches o organizing
farmers to undertake management responsibilities - the operation and
niiintenance of irrigation systems. In 1983, NIA piloted a new approach
which. instead of following the carhier practice of employing professional
community organizers who were college graduates. tmvolved the employ-
ment of farmers inoreanizing co-farmers o rrigators” Associations. The
Farmer rrigators’ Organizing Project (FIOP) was pifoted in the Angat-
Maasim Rivers Irrization System. which is one of the oldest and larges
irrigation systems administered by NIA The systemeserves anarca of Y1483
hectares and 1s Tocated approximately 33 ki north of Manila,

The implementatton of FIOP i Pump brrigation System of the Angat-
Maasim Rivers frrigation Svstem vielded several positive results. employ ing
selected and well-trained farmers inorganizing co-farmers. The acuvities of
FIOP resulted 1 active Trigaters” Assoctations at field and distributary
levels, and reduced O& M costs. enabled higher [ee collection rates. and made
water distribution more equitable. Compared to previous approaches with
professional organizers. this new approach showed thatorganizing activities
canbe shortened, made less expensive and bevery effective The encouraging
results of the pilot implementation of FIOP led to its nationwide implemen-
tation in all National Irrigation Svstems being operated by NIAL This case
study shows that rehabilitation and institutional development must go
together. Also. the personal manner of seeiality. character. camaraderic and
cooperative decision making of the implementors plaved an important role
in the success of the implementation of the Farmer trrigators”™ Organizing
Project.
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Foreword

IN 1990, MR. Leonardo S. Gonvales was sclected as an awardee under the
Special Awards Training Program of the International Irrigation Manage-
ment Institute (1IMI1). The purposes of this program arc to provide an
opportumity for innovative irrigation management professionals to broaden
their management perspectives through interaction with HMI stalf and
HMI's programs and (o document and share knowledge about innovative
developmentsinirrigation managementwhichwill be of interestinternation-
ally. Awardees are generally mid-carcer professionals having current or
recentdirectexperience with innovative development in irrigation manage-
ment.

Mr Gonzales certainly fullilted these criteria and demonstrated the value
and importance of providing a voice for practitioners to directly and
personally describe their own experience with irrigation management. This
personal perspective provides an insight bevond what more conventional
rescarch generally produces. In this report one gets a sense of what the
experience was like for the manager.

The topic of irrigation management turnover is important and has
widespread interest wherever there is irrigated agriculture. Since the mid-
1980s there has been a wave of interest in trving to transfer the responsibility
and authority to manage trrigation systems from government agencies to
local irrigators’ organizations. This is a complex challenge which generally
involves the need for strategic planning. diplomatic negotiation with various
stakeholders, pilot-testing and action-rescarch. the creation of new local
institutions. :ind the reorientation of old ones.

Mr. Gonzales provides us with a personal account of one strategy which
was used in the Philippines for transferring management to irrigators.
Besides documenting the process used and results obtained. Mr. Gonzales
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xvi FOREWORD

shows that the challenge of irrigation management is both an art and a
science.

Douglas L. Vermillion

Institutional Specialist

International Irrigation Management Institule
Colombo, Sri Lanka



CHAPTER 1

Intrcduction

FARMER PARTICIPATION IN the operation and maintenance (O&M) of irriga-
tion systems can be an cffective approach and solution to the problem of
management of irrigation systems, Past and present experiences have shown
thatwithout farmers” participation. operating and maintaining an irrigation
system is a continuous headache for persons or agencies that manage it.

Often. many of the problems in irrigation systems suchas inequity in water
distribution and destruction of irrigation facilitics arc created by the farmers
themselves. The notion of many farners that the government will or should
always take care of cverything is a common misconception. In the past,
farmers and cven agencies running the irrigation system never realized the
importance of farmer involvement in irrigation. Today. in the Philippincs,
it is a different story. Irrigation agencics and farmers have often become
partners in the cfficient and viable O&M of irrigation systems. Both have
realized the importance of supporting cach other in the successhul manage-
ment of irrigation systes.

Inducing farmers to participate in undertakings related to irrigation is the
first step toward the achievement of goals to attain efficient and successful
irrigation system O&M. In the 1970s and 1980s in the Philippines, the
National Irrigation Administration (NIA), in its continuous scarch to find
solutions to problems of operations and sustainatility has initiated, piloted
and implemented ¢ new approach of farmer participation. NIA has involved
farmers not only in the O&M of irrigation systems. but also in the organiza-
tionand formation of frrigators’ Associations (1As). Inthe Farmer Irrigators’
Organizing Project (FIOP), farmer irrigators have been cmployed in organ-
1zing co-farmers into IAs.
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IRRIGATION DEVELOPMENT IN THE PHILIPPINES

The Philippines has a long tradition of irrigation dating back to scveral
centuries before the Spanish colonization (i.c. before 1521). The origin and
spread of irrigated rice cultivation are attributed 1o 2 terrace-building
agricultural people. Vestiges of rice terraces can still be found in the
mountains of Hugao and Banaue and in arcas around Laguna de Bay in
Laguna Provinee in Luzon and on the island of Panay in Western Visavas.

During the Spanish colonial period (1521-1898) Irrigation svslems were
butlt on friar cstates owned by cither the Jesuits or Augustinian orders.
Among other things which have attributes of permancney aside from
Christianity. nothing excels cither in conception. execution or useful worth,
theirrigation systems built by the Spaniards. The Spanish authoritics during
the last quarte, of the 19th century implemented (he “Ley de las Aguas™ in
the Philippines which codified all rules and regulations pertaining to
trrigation. Trrigation societics came into existence during this cra. mainly
from the Tocos region and the Cagavan Valley. These Zangeras (farmers’
groups) built their irrigation systems mostly with lemporary brush. rock
dams. and carthen canals and these systems exist 1o date

lewas mthe American period (1898~ 194 1) that governmentintervention
i drrigation development started. A Burcau of Public Works with an
Irrigation Division was established in 1908, In 1912, an [rrigation Act was
passed by the Philippine legislature. sciting up the laws governing water
rights. water use. irrigation construction. dutics of irigation personnel,
formation of irrigation associations. and payment ofirrigation fees. The first
national irrtgation system was constructed in San Miguel. Tarlac. in Luzon
and was inaugurated in August 1913, This cra is characterized by slow
advances i trrigation development. However, unlike in carlier periods. the
government started to focus on irrigation as one of its main development
thrusts.

During the Japanese occupation (1942-1943). there was 2 halt in irriga-
tion development activities. Only one small irrigation system was con-
structedand putinto operation. After World War 1. the government resumed
its construction activities so that, by 1968, the total irigated arca had
increascd considerably. The Philippings, for the firsttime. achicved ma rginal
sclf-sufficicncey in rice.
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THE NATIONAL IRRIGATION ADMINISTRATION
(NIA)

The National Irrigation Administration was created under kepublic Act No.
3601 signed on June 22. 1963. Its charter mandated NIA “to make the ten to
twenty-vear period following the approval of the Act as the “Irrigation Age’
of the Republic of the Philippines.” Republic Act. No. 3601 established NIA
as a semiautonomous government corporation responsible for planning,
constructing, operating and maintaining all National frrigation Systems in
the Philippines. NIA was also empowered to investigate and study all
national water resources for irrigation purposes, to plan. construct, tempo-
rarily administer and periodically repair Communal and Pump Irrigation
Systemns; and to collect Irrigation Service Fees (ISF).

In 1974, Presidential Decree No. 552 widened NIA's scope of action. by
giving it broader powers and authority to undertake related projects in
coordination with other government agencics. Some such projects are flood
control, drainage. land reclamation. hydropower deve.opment. domestic
water supply, road or highway construction. reforestationand othractivities
to maintain the cecological balances. As a scmiautonomous agency. NIA has
considcrableoperational freedom, but is attached to the Department of Public
Works and Highways (DPWH) for program and policy coordination pur-
poscs.

TYPES OF IRRIGATION SYSTEMS

The total land arca of the Philippings is about 30 million hectarcs (ha). Out
of a total arable land arca of 10 million ha, 9 million ha arc devoted to
agricultural production. Out of this 9 million ha, 3.1 million are rice, 3.2
million arc used to plant cash crops and 2.7 million to commercial crops like
coconut, sugarcane and abaca. The potential arca for irrigation development
1s about 3.14 million ha. At the end of 1989, somc 1.47 ha million were
provided with irrigation facilitics, or 47 percent of the potential irrigable
arca. This can be classificd as follows:

/
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Area Percentage
No.. System coverage (ha)
1 National Irrigation System (NI8) 621,140 42
2 Communal Irrigation System (CIS) 695,132 48
3 D Pump Iirigation Sysiem (PIS) 152,128 10
L
Towul 1A6R 400 100

Thercare twotypes of irrigation systems in the Philippines. These are the
National Irngation Systems (NIS) and the Communal Irrigation Systems
(CIS). Thedistinction between these two types of systems rests on who owns,
operates and maintains the system. They also vary in(erms ol coverage arca.
National Irrigation Systems arc owned and operated by (he goversment
through the National Irrigation Administration. They irngate arcasof 1.000
haandabove. Atthcend ol 1989, there were 138 National lrrigation Systems
under 102 responsibility centers or irrigation system offices irrigating about
621.140 La. Communal Irrigation Systems 2re owned and operated by
Irrigators™ Associations. The sizc of cach sucn system is below 1.000 ha,
Although it is quite difficult to make an accurate count. it is estimated that
there are about 6.171 Communal Irrigation Systems in the country covering
anarca ol approximaltely 693,132 ha. Pump Irrigation Systems can cither be
national or communal systems. depending on their arca coverage and
ownership as stated above. The present arca coverage of Pump Irrigation
Systems is approximately 152,128 ha.

IRRIGATION SERVICE FEE (ISF) AND COLLECTION

The National Irrigation Policy adopted in 1978, authorized NIA 1o charge
Irrigation Scrvice Fees on irrigated lands within the NIS at levels sufficient
1o finance O&M (e recover initial investment costs (without interest) in no
more than 30 years. provided that such charges :ire within the beneficiarics’
capacity to pay. Since 1975, Irrigation Service Fees have been paid largely
in the form of rice. Farmers may pay cither in kind or in cash. based oni the

/C



INTRODUCTION 5

government rice support price. Payment in rice has provided a degree of
indexation against inflation, although it is also costly for NIA, which must
collect, storc and scll the rice. ISF rates vary according to type of system, and
by scason, as shown in Table 1.

Table 1. Current ISIC vates.

Cavans per ha
No. | System Wet season Dry season
1 Diversion systems 2.0 0
2 Reservoir systems 25 as
3 Pump imigation systems 3.0 5.0

Note: One cavan - 50 hg of unmilled rice.

As shown in Table 1. Pump Irrigatiou Systems arc considered to have the
highest operational expense because of the cost of energy. Farmersin this type
of system pay a higher ISF than those in gravity systems. The ISF for Pump
Irrigation Systems at present is 5 cavans or more of unmilled rice per ha for
the wetand dry scasons, depending on the individual energy consumption or
cach Pump Irrigation System. For non-rice and annual crops. the ISF is cqual
to the cash cquivalent of 3 cavans (150 kg of unmilled rice per hay.

ISF collections have consistently lagged behind amounts due, although
they arc improving. Nationwide collcction efficiency, which averaged 43
percent during 1980-1984, rose to 54 percent in 1986 and is estimated at 59
percent in 1987, as a result of increased cfforts by NIA and the Irrigators’
Associations. Low collection levels stemmiug from weaknesses in the
collection process arc aggravated by inadequate billing. About 20 percent of
the NIS arca lacks detailed parcellary maps. Records of service arca.
individual irrigated holdings and irrigation fee registers arc often incomplete
and outdated. Changes in landownership are not fully recorded. Consc-
quently, it is estimated that in some arcas, about 30 percent of irrigated lots
go unbilled. Many times, although bills arc prepared, they are not served on
time. Inarecent study. one third of delinquent farmers also cited dissatisfac-
tion with NIA’s services as the principal reason for nonpayment. The
situation is complicated by the lack of cffective legal instruments for
enforcing ISF collections. In practical terms, it is very difficult to implement
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a**no pay, no water” policy. NIA has to resort to costly civil suits to collect
ISF {rom dclinquent farmers.

IRRIGATORS’ ASSOCIATIONS (I1As)

Early in the 197)s. the National Irrigation Administration (NIA) became
scriously concerned about problems of irrigation svstem operation and
maintenance. Scrvice arcas of its irrigation systems were not fully irrigated
and theamount of ISF collected was far below its O& M costs. It wasbecoming
clearthat farmers’ organizations were acrucialclement toeffective irrigation
management. In 1976, NIA piloted the participatory approach program in
two communal irrigation projects. It ficlded Irrigation Community Organ-
izers (ICOs) in the organization and development of Irrigators’ Associations
(IAs). The ICOs were college graduates in social sciences, experienced in
workingwith the raraland urban poor. able tocommunicate with farmers and
dedicated to the participatory concept (Bagadion 1983).

The development ol Irrigators’ Associations procecded at a snail’s pace
from thetime itwas started by NIA in 1976 up to 1980, It was only after 1982,
when the National Government cut off the subsidy being given to NIA for the
O&M of its National Irrigation Systems, that NIA began to nccelerate the
development of Irrigators™ Associations. It created the Central Institutional
Department in the central office and the Regional Institutional Development
Division in the regional offices. The main responsibility assigned 1o these
departments was to oversee the development of Irrigators® Associations and
the preparation of programs to strengthen capabilitics of 1As, including
VAFious Lraining courses.

The continuous losses being incurred by NIA in the operation of its
NationalIrrigation Svstems and the positive results obtained in the 1976 pilot
participatory project. prompted NIA to implement a similar approach in
National Irrigation Systems. In December 1980, NIA piloted the same
approach in National Irrigation Svstems, where the goal was to organize
Irrigators’ Associations that could manage the entire system in the case of
small nationals, or entire secondary canals in the casc of larger systems. The
experiences and results gained in ihis project demonstrated that it wasindeed
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possibletodevelop Irrigators® Associations whichcould take over substantial
parts of NIA’s responsibilitics for O&M of irrigation systems (Bagadion

1983).

The willingness of organized Irrigators’ Associations to take over partial
or full responsibility for the management of irrigation systems resulted in
ncgotiations between NIA and [As prior to their signing of agreements. NIA
then prepared several schemes or stages of management turnover of systems
inpreparation for awider dissemination of this participatory approach. There
arcthree stages of turnover related to the capacities and preparedness of 1 As.
These arc:

1

Stage I — NIA takes responsibility for the diversion weir and the
Irrigators™ Association takes responsibility for the O&M of canals.
NIA pays the association a maintenance fee of 610 pesos per 3.5 km
of carth canal or 7.0 km of lined canal per month. For assisting in
collection. the 1A gets an incentive of 2.5 percent for a collection
cfTiciency of 70-99 percent. and 3.0 percent if collection is 99-100
percent; provided 70 percent of the current collectibles is collected.
The maintenance fee for this stage in 1990 was increased to 1,100
pesos per 3.5 kmof carth canal and 7.0 km of lined canal per month.

Stage 11 — lrrigators™ Associations participate i the O&M of
portions of the Irrigation Svstem and handic the collection of ISF
among their members and re:nit to NIA alt amounts collected. After
deducting O&M costs (salarics or wages. including allowances and
benefits of a ditchiender per 3.5 km) the surplus is shared with the [A
getting 30-35 percent and NIA getting 635-70 percent. This was later
modificd in 1990 with incentives for collection efficiencies from
currentcollectibles as follows: 2 percent for 31-60 pereent collection;
3 percent for 61-70 percent: 10 pereent for 71-90 percent collection
and 15 percent for 91-100 percent collection. Chllection of arrcars
incurred prior to contract activity entitles the 1A to a 25-percent
incentive,

Stage 11T — This is the full turnover stage. The Association assumes
full management of the O&M of the Irrigation System and amortizes
the investment costs in nol more than 30 vears.
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Inthecontinuousscarchto find solutionsto attain corporate sustainability,
new mcthods of organizing farmers that were less expensive, bul effective
were being sought by NIA. In 1983, NIA again piloted a new approach for
organizing farmers, the Farmer Irrigators’ Organizing Project (FIOP). The
history. procedures and cxpericnees of this new approach as piloted and
implemented in the Angat-Maasim Rivers Irrigation System (AMRIS) are
discussed in this report. This report also discusses the impacts and results as
well as actual experiences of this author during its implementation. It is
hoped that this paper will be of some help to people who are directly involved
in management turnover programs or who arc involved in organizing and
developing lrrigators”™ Associations in their own countrics.



CHAPTER 2

The Angat-Maasim Rivers Irrigation System

THE SYSTEM

THE ANGAT-MAASIM RIVERS Irrigation System (AMRIS) is located 53 km
north of Manila, inthe provinces of Bulacan and Pampanga in Central Luzon
(Figurc 1-p. 10). Ithasascrvicearcaof 31,485 haundcovers 16 municipalitics
in Bulacan and < municipalities in Pampanga. 1t irrigates about 28,000 ha
inthe dry season and about 24,000 ha in the wet scason. Approximately 6,000
haof its service area are submerged during the wet scason. AMRIS is onc of
the oldest and largest single svstems in the country. It became operational in
1927 and has undergone a scries of major improvement and rchabilitation
works. At that time, the service arca was only about 25,000 ha with only onc
diversion weir across the Angat River. In 1949, the auxiliary check-gate in
Maasim River was completed wirh the generation of an additional 2,111 ha.
This was followed by the construction of another checkgate in the same river
in 1967 together with the raising of the operating level of the Angat River weir
from clevation 1 7.50 m to storc an additional 5,000,000 cu.m. of water. The
construction of Pump Irrigation Systems in 1972 and 1976 brought the
scrvice to its present total of 31,485 ha (Figures 2 and 3—pp. 11 and 12).

The water of the Angat River is one of the most utilized resources in the
Philippines. Approximately 43 kmupstream of the irrigation weir is the 220-
m high Angat-Multipurpose or Reservoir Dam. It has a combined power
output of about 225 megawatts and a reservoir capacity of 850,000,000 cu.m,
It is operated and maintained by the National Power Corporation (NPC).
About 6 km downstream of the Reservoir Dam is the Ipo Dam (Figure 4-
p. 13), which supplics domestic water to Mctropolitan Manila. It is opcrated
and maintained by the Metropolitan Waterworks and Sewerage System
(MWSS).

In anticipation of the abnormal ycars to come, the National Government,
through the National Water and Resources Board (NWRB). established

n
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Figure |. Luzon Island.
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Figure 2. AMRIS general layout.
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Figure 3. Schematic diagram of AMRIS: Network of actual area irrigated.
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guidclines in the operation of the reservoir, upon its completion in 1967. An
operation rulc curve formulated by the NWRD is shown in Figure 5 (p. 15).
Thecurrent rule designatesthe following prioritics in the utilization of water

supply:

First priority — Domcstic Water Supply (MWSS)
Sccond priority  — Irrigation (NIA)
Third priority — Power (NPC)

The guidclines state that once the water level in the reservoir falls below
the curve, NPC cannot release water for irrigation without prior approval by
NWRB. Noapproval is nceded if the level in the reservoir is above the cunve,
indicating that the supply can meet the demands of irrigation and domestic
purposcs.

During its initial sixty-three vears of operation, irrigation was the last of
the three prioritics. The occurrence of the 1990 drought (which caused only
45 percent of the arca to be planted in the dry season) alarmed the growing
number of Irrigators” Associations in the system. They grouped together and
made representations to the office of the President of the country. Finally,
through their representations, irrigation was given duc importance and
second priority was awarded for water use from the Angat-Multipurposc
Dam to gencerate the abovementioned power.

AGRICULTURE IN AMRIS

Long before the construction of the AMRIS irrigation facilitics, farmers
dcpended on rain and werce able to harvest only onc crop of rice perycar. The
construction of irrigation facilitics brought forth two cropping scasons per
year, increasing rice: production, thus benefiting more farmers. At present,
some 22,192 farmers benefit by the system. Every vear, wet-scason cropping
for the system usually starts on the first of June and continues to the end of
October. The dry-scason cropping starts on the first of November and runs
to the lastof March of the succeeding year. However, this may vary somewhat
duc to the usual wet-scasont pattern and the availability of water in the
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reservoir. Most of the farmers in the system use mechanized farm implements
and adopt the direct sceding method of planting rice. to lessen the cost of
production. Table 2 shows the irrigated arca of AMRIS from 1983 to 1988
for dry- and wet-scason croppings.

Figure 3. Operation rule cuve formulated by NHRD.
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Table 2. Irvigated area and average vields in ANRIS.

Dry season Wet seiason
Irrigated Average Irrigated Average
Year arca (ha) yield (ton/ha) avea (ha) yield (ton/ha)
1983 27,786 39 23,092 4.1
1984 26,822 1.6 24,071 39
1985 27,745 4.7 23,428 4.2
1986 26,940 4.6 23,271 4.1
1987 27,471 4.8 22,94 4.3
1988 27.729 4.3 23,400 35
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The occurrence of slight water shortages in the drv scason explains the
difference in the arca irrigated between 1983 and 1988, Farmers” involve-
ment in operations and water distribution also contributed to the problem of
irrigating the scrvice arca. In the wet scason. the unpredictable typhoons
(averaging 19 annually) have damaging effects on all crops grown. Farmers
in low-lying arcas have no sccurity for their crops. Most of them plant rice
two or three times in the wet scason on account of flood damages. Rice plants
that survive to ncar-harvest time are still not safe. They may still be affected
by typhoons that may occur between October and November.

LAND TENURE WITHIN THE SYSTEM

Available records of the system indicate that the average landholding per
farmer is approximately .4 ha. About 70 percent of the farmers own or till
morc than | ha and 30 percent own or till 3 ha or more. Table 3 shows the
tenurial status within the system,

Table 3. Tenurial status in ANRIS.

Number of Peveentage
Noj  Status farmers
1 Owner-cultivator 1,024 4.6
2 Amortizing-omner 5,002 22,60
3 Leaschold 15,361 69.2
4 Share-tenant 805 3.0
Total 22,192 100.0

Asshown above, the majorilyofthe farmers arc contract Icascholders. The
amount of lcasc for these farmers was determined by the Department of
Agrarian Reform (DAR). based on the level of production or vicld for three
normal crop ycars. The income derived from farming a 1-ha plot is not
sufficient for farmers to survive. Even before the construction of irrigation
facilitics. most farmers had been engaged in other livelihood activitics such
as keeping poultry and livestock, dressmaking, carpentry. weaving, pottery,
etc.
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ORGANIZATIONAL STRUCTURE

Unlike many small or medium-sized National Irrigation Systems, AMRIS
has a complex formal organizational structure (Figure 6-p. 18). AMRIS is
headed by the Chicl of the System. who is referred to as the Irrigation
Superintendent. He is responsible for the overall supervision of the following
major functions of the system:

1. Operationand Maintenance — water distributionin the entire svstem

and maintenance of irrigation facilitics;

2. "chabilitaton and improvement of facilitics — repair of damages
caused by typhoons. floods. cte.. desilting of canals, repair ofcmbank-
ments. and so on:

Collection of Irrigation Service Fee (ISF) —- this refers (o the
collection of two and three cavans (1 cavin = 50 kg ol unimilled rice)
forwet-and dry-scason crops. respectively. or their cash equivalents;

'-d

4. Repair and maintenance of equipment and vehicles — 1o keep all
cquipment and vehicles in operable and running condition:

5. Formation of Irrigators’ Associations — the organization of farmers
into lrrigators Associations to cnable them to take over partial or full
management of the whole or portions of lateral canals;

The Administrative Secrion is responsible for the preparation of personnel
records. reports and matters pertaining to the performance. functions.
appointments and development of employeces. ctc. An Administrative Office
with ten stafT. also takes charge of the overall preparation of all accounting
matters. including the pavment of salarics. wages and office vouchers, This
also handles the inventory of supplics. spare paits. equipment. ete.. and looks
after the safckeeping and safeguarding of all the propertics.

The Institutional Development Section functions as the NIA-1A coordi-
nating arm. Supervise¢ by an Agricultural Officer, with five staff. it is
responsible for the organization of the Irrigators’ Association. The evalua-
tionof the performance of the Irrigators” Association is alsoa function of this
section. This scction conducts training nceded by the [As. 1t is also respon-
sible for coordinating with other government and private agencices in the



Figure 6. Organizational structure of Angat-Afaasim Rivers Irrigation System.
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establishment, cvaluation and implementation of programs for pilot demon-
stration farms.

The Operation and Alaintenance Section (O&N ) is the ficld-implement-
ing arm of the systen. This scction is supervised by an Operation Engincer
with eight Irrigation Technicians, 35 Watermasters and 200 Ditchienders.
To facilitate casy supervision, the svstem is subdivided into 12 work stations
cach with an average arca of 2.400 ha. Each work station is responsible for
the distribution and delivery of water to its respective arca. It is headed by an
Irrigation Technician who sees (o it thatall irrigation facilitics and structures
arc properly maintained 1in good operating condition. The Q&M section also
formulates and implements operational programs of work and handles
repairs and improvements. The section is also responsible for the collection
and consolidation of periodic reports such as irrigated and planted arcas,
vield and 1SF collections

The ater Control Coordinating and Ingineering Section provides
technicai and water control equipment of the system and is primarily
responsible for the control and distribution ol water into the north and south
main canals and headgates of lateral canals. It keeps records on water
discharges at every measuring point on the north an.f south main canals and
headgates of lateral canals. This scction also prepares the design, cost
estimates and programs of work for construction. repair and improvement.
It is headed by a hydrologist with ten personnel working with him. It also
facilitates the updating and keeping of plans, maps. and drawings and
provides the survey requirements for land verification and nceded improvement
and rchabilitation work.

The Equipment Section is supervised by a Mechanical Engineer with ten
permanent stafl. It is responsible for the dispatch and detailing of all
cquipment and vehicles. Repair and maintenance of vehicles and cquipment
arc also its responsibility,

The Billing and Collection Section hasa Senior Billing Clerk supervising
the work of cleven Billing Clerks. The section takes chargeof the preparation
of bills for distribution to farmer clients.

The Colle ction Unit headed by a Collection Officer is responsible for the
remittance o a government bank of all ISF collections of the six Bill
Collectors.

Htalso prepares reports on the collection status and cfTiciency to cnable it
to formulate and recommend better collection strategics.
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BUDGET, EXPENDITURES AND INCOME

In 1982, the National Government cut ofT the subsidy being used previousty
for the O&M of National Irrigation System. As a result, the NIA top
management issued dircetives that every irrigation system office should
become seif-sustaining by local resources. NIA requires the submission of
vearly operating budgets together with a projected collection of ISF and other
income

Analysisof Table 4 (p. 21) shows that an average of 68 percent of its yearly
expenscs i< being spent on personnel services such as salaries, wages, ctc.,
forits 432 rcgularemployees About 19 percent is spent for power consump-
tion and 13 percent for othier expenditure such as supplies, materials, fucland
oil. Yearly increcases of the budgets and expenscs of the systems are mainly
duc to the increase in the salaries and wages of cmiployees. increases in the
price of commodities and increase in unit cost per kilowatt of clectricity.

Table 4 shows asix-vear record of AMRIS O&M expenses (US$1.00 = 14
PCsos).

The collection of the ISF is the main source of income of AMRIS. As with
other systems, it collects two and three cavans (one cavan = 30 kg of unmilled
rice) for the wet and dry scasons, respectively. Other sources of income such
as paviment of cquipment rentals, lease of other propertics or sales from
disposal of unserviccable cquipment also contribute to the income of the
system. Table 5 shows the fee collection records for AMRIS.

Table 4. AMRIS O&M expendinnre (in pesos).

Year Personal Power Other Total
services cost expenditure

1981 6,525,625 1.816.449 911,074 9,253,148
1984 7,689,094 2,211,355 1.775.,962 11,676,411
1985 8472522 2,586,059 1,533,832 12,592,413
1986 8.874.559 2,291,834 1,311,101 12,477,494
1987 8,944,545 2,460,555 2,039,401 13,444,501
1988 10,189,662 2,390,177 2,310,158 14,889,997
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Table 5. Record of collection of current accounts (Co) and back accounts (13:4) (in
pesos).

Collect- Current | Collection Back Total Total Govern-
Year ibles account | efficiency | account | collection | collection | ment
collection | (in % collection | (CAYBA) | efficiency | support
(€A) BA) (in %)
1983 13,798 4,561 33.06 1152 5,713 41,40 1.70
1984 15.687 7.258 40.27 2239 9,497 60.544 2.0
19KS 19,490 PRRE 46.89 2,304 11,442 SR71 2.65
1986 21,353 7910 3704 2,139 10,049 47.06 3.50
1987 20,228 7.832 In72 3,049 10,881 5379 3.50
1v&8 20.706 7938 3832 3188 11,123 s3.72 3.50

Farmers are given the option to pay in kind or in cash. If farmers clect to
pay in cash, the total weight will be multiplied by the prevailing government
support price at the time of payment. According to records. collection in kind
ranges from 3 to 10 percent of the total collection of AMRIS, Data from 1983
to 1988 as shown in Table 5 show that AMRIS had an average of 40 percent
collection cfTiciency for its current accounts (collection eficiency is equal to
current collection over the collectibles). This incrcases to 53 percent if
collection of back accounts is included. The low collection cfficiency of the
system could be attributed to several factors:

1) the campaign of several causc-oriented groups for nonpayment of ISF.
2) the promisc of several politicians to bring down the ISF rates and not
abolish it, 3) the poor irrigation service as claimed by nonpaying farmers, 4)
the negative attitude of most farmers toward paying ISF. and 5) the inability
of the government to institute legal and court actions against those who do
not pay.

The attainment of financial viability has been a continuous goal among
AMRIS personnel since 1982, In 1984, the Lrigation Superintendent
initiated the issuance of collection incentives to all irrigation fee collectors
cven without sanction from the top management. He authorized a 2-percent
collection incentive from the total collection. The 2-percent compensation is
consideredasthe traveling or collection expenses of the collectors. This move
has had a major impact from then onwards. Table 6 shows the record of
income and expenditure for the system.
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Table 6. Record of income versus expenditure (in pesos).

Year Income ISF + Expeaditure Excess

other income (deficit)
1983 5924393 9,253,148 (3.328,755)
1984 10.253.169 11,676,441 (1.423,272)
1983 12,622,733 12,592,413 30,322
1986 11,634,113 12,477,489 (843,346)
1987 13,727.439 13444901 282,538
19K 15,020,142 14.889.996 136,146

The data above show that (he svstem incurred deficits of 3.3 and 1.4
millicn pesos in operations in 1983 and 1984, respectively. These data also
show that starting from the vear 1985, (with the exception of 1986). with the
coordinated cfforts of all its personnel. AMRIS has attained viability status
by improving its collection efficicncy through the combined efforts of NIA
personnel and farmers. In 1986, the wet-scason harvest was greatly afTected
by the occurrence of several destructive typhoons. Most farmers applicd for
excmption of pavment of irrigation fees. This resulted ina delicit of over
800,000 pesos in the system for 1986.

Findings of a 1983 management and personnel audit of the systen
concluded that the svstem will never attain the status of financial viability.
Up to 1983, when all Pump Irrigation Systems were still under NIA
management. the collection efficiency for all these systems averaged 40
percent and 64 pereent for wet and dry seasons. respectively. Even at 100
pereent collection efficiency. the total collectibles from these pump systems
would not cover even the cost of powcer consumption. Such conditions
prompted the Central Office Management Tcam to declare that the system
would never be financialbly viable. However. the Team faled to anticipate the
surprising and impressive changes which were about to come in cosl
reductions and increased collection cfficiency. These were primarily the
result of the success of the Farmer frrigators™ Organizing Project and the
turnover of management to frrigators” Associations in Bustos Pandi Exten-
ston Pump Irrigation System (BPEPIS) and Bucnavista Pump Irrigation
System (BPIS).
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THE PUMP SYSTEMS PRIOR TO THE FIOP

As stated carlicr, AMRIS constructed Pump Irrigation Systems in 1972 and
1976 (Table 7) tobring its service arcato its present total of 31,485 ha. These
arc BPEPIS completed in 1972, and the Tibagan Pump Irrigation Svystem
(TPIS)and BPIS completed in 1976. All Irrigators’ Associations (1As)in the
three Pump Irrigation Systems were organized using the Farmer Irrigators’
Organizing Project (FIOP) approach.

Both BPEPIS and BPIS were turned over (o [As in Junc 1984, TPIS was
turned over to [As in Junc 1986.

Table 7. Pump irvigation systems in AA RIS,

Service Number Year Year
No. Naunie of pump system aren of operat- turned
(ha) farmers ional over
I Bustos-Pandi Extension Pump
Irrigation System (BPEPIS) 731 655 1972 1984
2 Tibagan Pump Irrigation
System (TPIS) 1,286 1,200 1976 1986
3 Buenavista Pump
Irrigation System (BPIS) 350 216 1976 1984
Total 2,367 2,071

The Bustos Pandi Extension Pump Irrigation System (BPEPIS) (subject
of case study) lics within the 31,485 ha service arca of the Angat-Maasim
Rivers Irrigation System (AMRIS). Two 110-kw. 76-cm vertical propeller
pumps were installed in 1972 1o lift water 8.5 meters from Lateral B of the
south main canal of AMRIS (Figu ¢ 2). The pumps were designed to irrigate
a potential irrigable arca of 900 la, but upon operation in 1972, its actual
service arca was only 731 ha. The system (Figure 7-p. 25) has a 14-km long
main canaland [9 km of lateral canals. [t was under NIA management from
1972 1o May 1984. The conveyance facilitics consist mainly of carthen canals
from the main canal to the lateral canals and farm ditches. Steel gates werc
provided at the headgates of laterals and turnouts. Parshall flumes were
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installed below the discharge valve of the pump and below the headgates of
lateral canals.

The Pump Irrigation System covers cight harangays (villages) in the
municipalitics of Bustos and Pandi in Bulacan Province in Luzon. It starts
its pump operation at the same time of vear as the operation of the gravity
system. It also has the same cropping intensity as the rest of the service area
of AMRIS. The systembenefits some 635 farmers. whosc average landholding
sizesarcestimated at b1 ha per farmer. The gravity arca of the gravity system
of AMRIS 1s mostly flat while the service arca of the Pump Irrigation System
is rolling in topography.

Operation and Maintenance. During the period from 1972 (o May 1984,
the Pump Irrigation Svstem wasunder the supervisionof a NIA Waterniaster.
The Waltcrmaster was in charge of the overall O&M of the Pump Irrigation
System. Under his supervision was one Pump Operator. who operated and
maintained the pump, and cight Ditchtenders who assisted in water distribu-
tion and maintenance of canals. Each Ditchtender maintains approximately
3.5 km of canal.

Itwasonly in the latter part of 1982 that NIA set up and installed scparate
clectric meters for cachof the three individual pumps in AMRIS. Priorto this,
only one clectric meter recorded all the power consumption for the whole of
AMRIS. Table 8 (p. 26) shows the total O&M expenses for BPEPIS including
collection expenses for the calendar vear 1983,

frees. Table 8 shows that cven at 100-percent collection efficicncey, the
amount to be collected was not enough to cover total O&M cxpenditures for
BPEPIS. This was truc with the other Pump Frrigation Systems as well. The
irrigation fee rate for all three Pump Irrigation Systemns at that time was sct
at 5 cavans of unmilled rice for dry-scason crops and 3 cavans of unmilled
rice for wet-scason crops. NIA hasbeen offering a 10-percent discount for all
current bills paid on their due dates.



Figure 7. Skeich of Bustos-Pandi Extension Pump Irrigation System (BPEPIS).
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Table 8. Records showing 1983 Q&M expenditure and collection of BPLPIS.

Particulurs Amount in pesos
A O &M expenses - 1983
1 Salaries and wages 125,007.00
2. Supervision 5.898.00
3. Fuel cost (motoreycle) 3422.00
4 Poser consumption 300,700.00
5 Transmission line mantenance 3.553.00
6. Pump repairs 3-.000.00
Total 472.580.00
B, Collection 1983

1. Collectibles

L1 Dry season (5 x50 x 1.70 x 649) 275.825.00
1.2 Wet Season (3 x 50 x 1.70 x 649) 165.495.00
Total 441.320.00
2 Actuad collection (wet and dry season) 34R8,201.00
3 Percemage 78.90

Note: USS1LOO - 14 pesos in 1983,

Costly operations of the Pump Irrigation Systems can be attributed to the
following factors, which also hold truc for gravity arcas:

Farmer's individualism. The majority of farmers tend only to carc
about their own needs of water and case of water application, without
bothering about wastage, timing or the necds of other farmers, This
factor causes waste of pump operation time. resulting in high total
Costs.

Use of different varieties. Many farmers plant long-maturing varie-
tics. like [R-42 which takes 140 days 1o harvest. Farmers also plant
these varictics in the dry scason thereby increasing pump operating
hours and operational cost.

Excessive use of water Farmers do not bother to close individual rice
openings and allow excess water 1o flow to the drains, depriving the
downstream farmers of this excess water. This causes low irrigation
cificiencics.

Hiegal checking and intervention. [llegal checking and intervention
arc frequent problems. Farmersiend to goto their farms any time they
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want. On sceing that their farms nced water, they make illegal
checking with check structures, thereby interfering with the official
rotation sclicdule. Most farmers do this cven when their farms are
saturated. This lactor causes long pump operations and high power
costs.

5. Nonsimudtanceons farm operations. Nonsimultancous farm opera-
tions cause a major problem. Occasionally, there are instances when
the pump operates for nearly a month. only to trrigate as little as 10
ha. Farmers contend that they religiously pay their bills so that NIA
should provide them with water anyvtime they need it
The above factors, coupled with power costs and frequent power cut-olTs,
countribute greatly to the high cost of operations for these Pump Irrigation
Systems, not only in AMRIS but also nationwide. In 1981, NIA management
issucd Mcmorandum Circular No. 48, a supplemental guideline for pump
opcration in National Irrigation Systems (sce the full text in Appendix 1),
This Memorandum stated that in all cases. the collection efficiency in all
Pump Irrigation Systems must be 90 percent before they can be operated. This
created a problem among the system personnel assigned in the pump area,
including the chicfof the system. It was very difficult for them to inform the
farmers about this guideline but they were nevertheless required to do so.
Then they observed the trend of collection rates for both the dryv- and wet-
scason crops of 1982, Still the collection efficiency for the Pump frrigation
Systems did not improve. Collection rates were only 150 kg and 250 kg of
unmilled rice for the wet and dry scasons, respectively, so that it was time for
achange. The NIA officials at the system level had to inform the farmers that
the Memorandum provision for nonoperation was about to be implemented.






CHAPTER 3

The Farmer Irrigators’
Organizing Project (FIOP)

HISTORY

EARLY IN THE 1980s. NIA was scarching for institutional innovations to
make its irrigation sysicms physicatly and cconomically self-sustaining. The
issuance of NIA Memorandum Circular No. 48 of 1981, as discussed in the
previous chapter, and the very low collection cfficiency in both Pump and
Gravity Irrigation Systems. sct in action the wheels of change. In 1983.
AMRIS, in compliance with the said directive and with its urgent need to
attain financial viability. informed the farmers that it would not operatce the
Pump Irrigation Systems for the dry-scason crop of 1983, Nawrally. this
announcement caused widespread protest among farmers of the Pump

igation Systems. The farmers approached powerful politicians to demand
the operation of the pumps atall cost. They came in groups to the NIA Central
Office in Quezon City, to pressure the management to operate the pumps.
Finally, mectings were scheduled between NIA and the farmers to thrash out
problems and formulate a solution that would satisfy both farmers and NIA.

The dialogues were scheduled for October 1982, prior to the beginning of
pump operation in November of that year. The two NIA Assistant Admin-
istrators for Operations and Finance attended the dialogues held at two
different locations. One was at the Bustos Municipality and the other at the
Municipality of San Rafacl in Bulacan Province. Many complaints including
poor irrigation scrvice by NIA personnel were aired by the farmers. After this,
both Assistant Administrators simply advised the farmers “Okay, we will
operatc the pumps, if you yourselves organize into Irrigators’ Associations.”
The farmers, sensing that this was probably something similarto the compact
farm associations and sccing the prospect of continuous pump operation,

29
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nodded their approval. And so the “green light” was given and all the Pump
Irrigation Systems operated that vear.

It was during a coffee session the author had with the ex-Regional
Irrigation Director of NIA Region 3 and the ex-Manager of the Regional
Institutional Development Division (RIDD). that the latter suggested the
cmployment of sclect farmers in organizing co-farmers into Irrigators’
Associations. He mentioned some advantagesof'this approach. including the
fact that it would be cheaper to hire a farmer organizer than a professional
organizer. He said that a farmer organizer would stay in the arca after
organizing the work plans, and would be more conceined with looking after
the welfare of the association being organized. This suggestion was brought
tothe notice of the Assistant Administrator for Operations, who immediaicly
agreed with it. He then called the consultant for the Irrigation Community
Organizing Project (ICOP) and instructed him to prepare a framework and
plan for a pilotimplementation of this new approach for organizing farmers,
And so. in May 1983, the Assistant Administrator called the Regional
Irrigation Dircctor and his staff. the AMRIS Irrigation Superintendent and
his stafl. and all others concerned. and the initial Farmer Irrigators’
Organizing Project (FIOI) was launched. It was to be piloted in two Pump
trrigation Systems of AMRIS and some gravity arcas of the Porac-Gumain
Rivers Irrigation System in the Province of Pampanga in Central Luzon.

BACKGROUND AND RATIONALE

Project background. As embodicd in Presidential Decree 552, NIA’s corpo-
rate plan provides that:

water users through their associations shall have maximum

participation inthe construction and management ofirvigation systems.

The participatorsy: approach to farmers association development shall

be implemented to prepare the fusmers ‘major role in the efficient and

effective operation and maintenar ce of irrigaion systems.

In line with the agency's thrust to obtain corporate financial viability, a
new approach to organizing farmers that was less expensive and replicable
nationwide was needed. The FIOP, which cmployed farmers as organizers,
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scemed to fit the need for a program in farmer organization to complement
the Irrigation Community Organizing Project (ICOP). In ICOP, after
organizing the farmers in a certain arca, the IC Organizer will be transferred
to another arca, leaving behind the Irrigators® Association that still needs to
be developed and strengthened. whereas in FIOP, the farmer organizers stay
in the area, looking after its continuous development.

Project rationale. The rationale for implementation of FIOP was as follows:

I. Cost reduction in direct organizing work without sacrificing project
cfectiveness. Under this project. one Farmer Irrigator Organizer
(F10) would have an average deployment arca of about 105 ha, With
a monthly incentive allowance of 350 pesos, the direct organizing
cost was only about 400 pesos per month, or about US$29.00 (USS1
= 14.00 pesos. approximately).

o

The employmentof farmer irrigators as organizers. dircctly develops
the organizing capabilitics of some members of the irrigation com-
munity, in the interest of 1A formation.

3. Sclecting FIOs who arc currently trusted and respected by a majority
of the farmers in the system has advantages over the external 1COs
in their capacity for social integration and contact building, since the
farmers arc already members of the community. They could casily
identify potential Icaders because of their community kuowledge:
they could also casily identify irrigation problems because of their
familiarity with the system,

4. The FIOP hastens farmers’ reliance on themscelves for organizational
capabilitics and consequently shortens lead time for the formation of
Irrigators’ Associations, duc to the increased intensity of frontline
organizing manpower and a much-reduced deplovient area per FIO.
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PROJECT AREA

Table 9 below shows the irrigation systems where FIOP was to be piloted and
implemented. 1t also shows the length of canals, the number of farmers and
the number of FIOs needed for the project.

Table 9. Extent of project arca.

Length of Area No. of No. of
System canals (km) () farmers FI1Os
C.1 Porac- Gumain RIS 21,68 1.068 9201 9
Pampanga gravity
C.2 BPIP-AMRIS A98 351 216 3
Bulacan - pump
C3  BPEPIS - AMRIS 33.00 731 655 7
Bulacon - pump
Total 60.66 2,150 1,772 19

The average number of farmers per F10 was 93. The average arca perF10
was 113 ha,

PROJECT OBJECTIVES

The general objective of FIOP was to establish Trrigators® Associations that
could manage the O&M of pump systems and portions of a gravity systcm.

The immediate objectives were to: i) organize and develop a Project
Management Team (PMT) which would have capabilitics for overall plan-
ning, directing and controlling the FIOP; and ii) document activitics of the
Project through Action Research Methodology.

PROJECT SYSTEM AND COMPONENTS

The organization of FIOP management and implementation is illustrated in
Figure 8-p. 33:



THE FARMER IRRIGATORS' ORGANIZING PROJECT (FIOP) 33

Figure 8 Framework plan of IFIOP.

Project consultant/ Management process
resourees person [Project Management
Team (PNMT))

Supervisory L
Action sesearch OTBAIZING Process
(IS, FIOPs, FlOs) J

Ouiput: farmers’
organizations

Note: IS - Irrigation Superintendent

The terminal output of Uie Project is the organization of irrigators into
associations capable of managing the operation and maintenance (O&M) of
svstem laterals and on-farm facilitics. This output is dependent on the
cffectivencess of the FIO organizing input which is. in turn. dependent on the
quality of the Project supervisory processes. To provide the PMT with
available and comprehensive data on project processes. action rescarch
would document supervisory and organizing activitics and their results. The
research drew insights from the status of farmers’ organizations through an
external consultant. The interaction of the PMT with the external consultant
and resources persons was intended to achieyve effective FIOP management
processes. The FIOP consultant had wide experience in all aspects of
institutional activitics. He had been working with ICOP since it was first
piloted.

PROJECT ACTIVITIES AND TIMETABLE

Table 10 (p. 34) shows various activities involved in the implementation of
FIOP. From May 1983, the project was programmed to be completed within
30 months. It was expected that the Irrigators’ Association would be
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organized and prepared to assume full responsibilitics in the management of
the Pump Irrigation Systems,

Table 10. Timetable of project activitics.

Activities Frequency Schedule

1. Afanagement orgamization and development

a. Project orientation once Ist quarter
b, PAMT mectingsiconferences once a month continuous
¢ Supervisory assessment/planning twice a month continuous
d. Coordination mectings once o month continiious
2. FIO « erutment:development and utthization
a. Recruitment unee st quarter
b, Predeployment training once 1st quarter
c. Sessions with supervisors -4 times a month continuous
d. Formal stafl development 3 days per quarter contintous
¢. Farmers® consultation meeting once 3rd quarter
. Technical inputs to farmers
on organization onee 4-5th quarter
g Technical inputs to organized
fanmers on system management oncee 6 -8tk quarter

3. dction research
a. Workshop on diagnostic

framework tor action rescarch onee 2nd quarter
b. Data gathering - continuous
c.  Data feedback and action planning - continuous
d.  Action taking - continuous
¢.  Monitoring ‘evaluation - conlinuous

Note Total project time is 30 months or 10 quarters. Within the 9th and 10th quarters, tumover of’
O & M responsibilities to the Irigators” Associations wis expected.

Management organization and development. Management organization
and development include the orientation and bricfing of all NIA personncel
involved in the project on all aspects of FIOP implementation. The Project
Management Team (PMT) headed by the Project Officer. should convenc
monthly meetings toasscss the problemsand progress of the project. The FIO
supcrvisor should conduct a bi-monthly meeting with the FIOs to assess the
progress of dircct organizing of work. Monthly coordination mectings were
to be conducted to assess physical problems on the irrigation facilities and
progress of organizing work. This mecting was to be called by the Chicf of
the Irrigation System.
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IO recruitment/development and utitization. 10 involves the selection,
hiring, training and deployment of farmers to be cmployed in organizing co-
farmers into [rrigators’ Associations. Once the associations arc formed, they
will be trained and will participate in seminars on system management,
financial management, and basic leadership training, to niepare them for the
cventual takcover of the irrigation system.

Action research. Action rescarch involves the hiring of two action
re=2archers to document the experiences of the project personnel so that
insights and learning would guide subscquent project implementation and
the replication of the project in other irrigation svstems.

ESTIMATED BUDGETARY REQUIREMENTS

Table 11 (p. 36) shows the total estimated project cost for the three project
arcas (refer to Table 9-p. 32). For a total area of 2.150 ha. the cost per ha of
erganizing work is estimated at 383 pesos (in 1983, US$1.00 = 14.2 pesos).

ACTUAL IMPLEMENTATION

NIA created the following tcams or groups to ensure smooth implementation
of the new approach in the project.

The NI central office support group. The NIA central office support
group was headed by the NIA Assistint Administrator for Operations. NIA
hired the services of a Project Consultant from ICOP 1o prepare the
framework plan for FIOP implementation. He was assisted by threepersonnel
from the Institutional Development Department (IDD) and they worked out
all the pians. project cost. and training designs for the project. The Sysicms
Management Department provided the logistic support for the rehabilitation
andimprovementofall irrigation facilitics requested by the farmers. Allvalid
requests of farmers were consolidated for the preparation of the Program of
Work. Upon approval. the Program of Work will be submitted for funding by
the Systems Management Department.
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Table 11. Estimated budgetary requirenients.

Particulars Fstimated
cost (in pesos)

1. Project management
a. Incentive allowance of a FIO supervisor

wh P 150/month x 2 x 30 9.000.00

b, PMT an FIO supervisor conferences and stafl development 75.000.00
c. Travel'supervision expenses P 400:month x 4 x 30 48,000.00
d. Gasoline allowance P 500/month x 30 15,000.00
Subitotal 147.000.00

2. dction rescarch
a. Salany/allowances of action re-

seitrcher PP 2,000.month x 2 x 30 120,000.00
b, Salary of 1 staff assistant P 1,000/month x 30 30.000.00
¢ ART feedback-planning session with PMT 25,000.00
d. Monthlyiquarterly summative reports 54,000.00
Subtotal 229.000.00

3. Furmer Irnigator Orgamzer
a. Travelincentive allowinee of 19 FIOs - P3SOx 19 x 30 199.500.00
b Predeployment traming stafl development 75.000.00
<. Supplies P Smonth x 19 x 30 28.500.00
Subtotal 303.000.00

4. Fuarmers traiming

a. Consultation meetings 34,000.00
b, Organization training 42,000.00
¢ System managenient training 68,000.00
Subtotal 144,000.00
Grand total 823,000.00
5. Cos: per huctare 383.00

Note: 1983 conversion r:\tC'vUSSFOO = 14100 pesos.

Project Management Team (PAIT). The Project Management Tcam
comprised the Regional Irrigation Dircctor, as de facto head; the Manager of
the Institutional Development Division (IDD) as the Project Officer, Chiel
of the Operations Division; the Irrigation Superintendents of the three
systems; the Farmer Irrigatos’ Organizer Supervisors (FIOS) for the two pilot
systems; and stafl of the IDD of Regional Office. This Team was responsible
for the tasks enumerated below:

i, conduct Project Management Team meetings;
ii.  monitor, direct and control FIOP implcmentation;

/ | //’/]
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lii.  conduct periodic ficld visits for monitoring and cvaluation of
implementation;

iv.  recommend budgetary allocation for program implementation;

v, providcinslilulionnl/lcchniczllussismnccI'orﬁcldimplcmcnlors;und

vi.  submit assessment/progress reports o the Regional Irrigation Direc-
tor.

Topics discussed during PMT meetings include the number of farmer
groups organized, funding problems in implementation. feedbacks reporied
by the action rescarcher. and recommended solutions to problems.

The supervisory orgamzing group. The supervisory/organizing group
was headed by the trrigation Superintendent who directly supervises and
coordinates all FIOP and Q&M activitics of the svstem, validates farmers’
demands. conducts coordination mectings, atleastonce a month. and atiends
supervisory mecetings when needed. During coordination mecetings, the Chiel
of Systems gathered all farmers' requests on rehabilitation works, He
discussed this individually with every FIO andapproved items that warranted
his own judgement. Items that he thought were not immediately needed and
not so vital in the operation of the system were shelved for further study, At
this meeting cach FIO and the supervisor has to «eport to him the status of
organizing work on the number of small groups organized. Under him are
the following groups of personnel with their assigned tasks or responsibili-
tics.

The FIO supervisor:

i dircctly supervises organizing activitics and evaluates performance

of F10s;

i submits consolidated reports to the Irrigation Superintendents;

i, conducts farmers’ consultation meetings. planning meetings and
regular field visits;
iv.  provides technical inputs to FIOs on organization; and
V. assists in the conduct of training for FIOs.
The Farmer rrigators™ Organizers (FIOs) have to:

i. cstablish the physical and sociocconomic profile of the assigned

deplovment arca;

i, conduct house visits for contact building and problem identification:

iii. identify IPL (Identified Potential Leader) for mobilization:
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facilitate conduct of IPL mectings;

create farmers’ awareness of collective problem-solving;
attend coordination and staff development meetings: and
submit monthly progress reports on organizing activitics.

The Water Management Technologist/Watermasler was assigned lo:

assist m identification of FIOs:

provide FIOs with a List of farmers™ names and parcellary maps;
assist FIOs i validating the hst.

oricnt FIOs in the status and condition of irrigation facilities in their
deployment arcas: and

assist FIOs in organizing and conducting nicetings.

SELECTION OF FIOS

Sclection of FIOs was a totally new experience for all members of the Project
Management Team. During the meeting conducted for the sclection of
Farmer Irrigators’ Organizers, nobody was awarc of the qualifications
needed for F10s. Participants contributed their own ideas aboutwhata farmer
organizer must be. Although there were some contradicting points of view,
the following were the agreed criteria for the final sclection of a FIO:

1.
i,

i,
iv.

vi,
vii,
viil,
ix.

Educational attainment (at fcast High School Graduate certificate);
Economic status (preferably middle class): defined as not very poor
(that the farmer will always look for a living) and not very rich (that
he may not lose the enthusiasm);

Age (at lcast 25 years old).

Status of Irrigation Service Fee (ISF) payment (good payer and no
arrears of payment),

Must be available on call;

Not holding a political position:;

Able to read and wrile;

Physically fit;

Respected in the arca;

Have lcadership potential,
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xi.  Good in oral communication; and
Nii. - Must be a farmer-irrigator of the lateral canal that he will represent
and be a resident in the arca.

Sclecting a Farmer Irrigators’ Organizer who has all the above qualifica-
tions is a very difficult task. A farmer may be proficient in oral communica-
tion and a respected man, but he may be iltiterate: for example, sonic farmers
had relatively low educational attainment (fess than high school graduaie
certificate). Another prospective FIO was not a resident in the sector he
represented. but his farm was located in that particular sector. Whatever
difficultics there were in the FIO sclection, the Watermaster was instructed
10 sclect and submit names of the best three farmers he knew. in cach
deplovinent area.

Thethreeprospective FIOs incachsector were required to fill in g bio-data
sheet (Appendix 2) and were informally interviewed by o NIA Screening
Committee with members from the Project Management Team. and two
personnel from the Institutional Development Departiient of the NIA
Central Office. Basic information obtained were personal. social. and
cconomic characteristics such as age. highest educational certificate ob-
taned, sources of income, ctc. A copy of the biodata sheet is presented as
Appendix 2. A background investigation was also made by the regional and
central office staff of NIA by interviewing the ncighbors of the prospective
FIOs. Information obtained was used to validate the data given by cach
prospective F1O to determine the perception of neighbors regarding their
leadership capabilitics and the candidates’ cstablished credibility. The
interview guide for the ncighbor of the prospective FIO is shown in
Appendis 3.

The Central Office and regional staff. including the FIO supervisors.
assessed all the information obtained. Finally, after the social investigation,
the Selection and Screening Committee sclected one from the three candi-
dates for the LA arca. This nominee was finally interviewed personally by the
Project Officer (the Manager of the Regional Institutional Development
Division). It was fortunate that no onc among thosc sclected was refused.
They were well-informed about their obligations and accepted the fact that
what they were about to perform was for the benefit of themselves and their
co-farmers. All FIOs sclected expressed their opinion that their assignments
were somewhat of a challenging nature. To accomplish something memora-
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blc and worthwhile for their compatriots was, to them, somcthing which
cannot be valued in monctary teris.

FIO PREDEPLOYMENT

Preparatory to the actual organizing activitics. a predeployment training for
theselected F10s was held at the NIA Training Center in San Rafacl, Bulacan
from 2 10 7 May 1983. The objective of this training was to familiarize the
organizersinallaspects oforganizing work. arca of deplovment and possible
problems to be encountered. The trainers were composed of the Project
Consultant, three personnel from the Institutional Development Department
of the NIA Central Office. together with the Project Management Team.
Trainces numbering nincteen, (Table Y) were given parcellary maps showing
arcas under their jurisdiction, together with the list of farmers™ names in cach
arca. Some of the topics discussed during the training period were:
i. oricntation of the FIOP;
il.  physical characteri-cs of the irrigation system:
iil.  present status of the system and its operation:
iv.  historical background of NIA organizing Irrigators’ Associations:
v. farmers’ problems in irrigation and suggested solutions:
vi.  decision making;
vii.  communication;
viii.  guides in organizing the 1A:
ix.  sleps in organizing;
X, dutics of IA members;
Ni.interpersonal communication to know problems in irrigation and 1o
identify potential farmer lcaders:; and
xii. the conduct of meetings and mobilizing of people.

The topic of farmers” problems in irrigation and corresponding solutions
drew a very lengthy and productive discussion. The discussion was centered
on: 1) farmers’ problems with NIA, 2) NIA staff problems with farmers. and
3) farmers’ problems with co-farmers. Farmer’s problems with NIA dealt
mostly with nonfunctional irrigation facilitics. Their major problems. how-
cver, were with co-farmers. During this discussion. NIA raised the following
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questions: 1) Who were the ones throwing garbage into the canal?; 2) Who
were slowly “cating-up™ the canal ecmbankment or dike scason-after-scason,
to make their farms bigger?: 3) Who allowed work animals to destroy the
canal dikes?: and 4) Who were bending and even stealing the stems and stecl
gates of lateral canals and turnouts? When these questions were raised, the
trainces remained speechless and they all agreed that none of those problems
couldbe resolved by NIA persennel. [twas truly the work of their co-farmers.
Theexiensive, lengthy. but fruitful discussion on this topic made them realize
that there really was a need for them to participate in the operation and
maintenance (O&M) of the system. They were now aware that they should
notand could not leave all responsibility with the government and that they
must participate and help the government. Asa result, the Farmer Lrrigators’
Organizers themselves felt and recognized the need for a viable Irrigators
Association. Before Ieaving the seminar, the FIOs were advised by the
Irnigatior Superintendent to identify and record problems of all the farmers
1 their respective sectors.

FIO DEPLOYMENT

The first month of actual organizing had no results at all. Calls of FIOs for
farmers to attend mectings scemed to fall on deaf cars. Farmers were always
sayving that they were fed up with NIA. Ever since the irrigation system wis
constructed. they had brought their problems to NIA, but no action had been
taken. These were the common problems aired by the FIOs in the first
coordination mecting held to identify the problemsof their organizing works.
Howcever. upon obtaining the hst of the farmers™ problems and requests 1o
NIA, (such as canal lining. thresher crossings, ctc.) the Irrigation Superin-
tendent scheduled a ficld visit to cach FIQ scctor in July 1983, in order to
asscess their requests. When he determined the requests were reasonable. he
tatked to the farmers about their need to participate in all the needed repair
and rchabilitation work. Agreements were made for joint-investment for
every needed repair work to be undertaken. NIA would provide all materials
nceded and the farmers would provide free labor. The Superintendent
facilitated the delivery of construction materials or equipment needed for
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every FIO scctor. He negotiated for the procurement and delivery of all
materials needed even without an approved program of work and funding
support. The FIO wasolthe opinion that the NiA management would support
him, once they were informed thai the materials were all intended for the
benefit of their co-farmer clients. He also took the risk of ordering the
materials, believing that the farmers would also back him up in what he was
doing for them. When the farmers saw the arrival of a NIA truck, loaded with
construction materials on the agreed schedule. or soon thereafier, they were
greatly motivated. The FIOs became tnstant local heroes. The farmers then
betieved in them and realized that NIA was serious this time,

Establishing contacts with every individual farmer in a FIOQ s sector is a
very difTicultand troublesome activity for any FIO. One FIO thought of the
idea of making contacts with three to five respected farmers or a potential
larmer leader i every tarnout or 1 a particular arca. to make the job casier.
Thiswasdiscussed among all F1O0s intheir supervisory meeting with the FIO
Supervisor. The criteria used in selecting these potential leaders were
identified as follows. They must:

i berespected in the community:

1. possess good character:

iii.  have good cconomic status (to have time for the organizing job as well
as farming and familyy; and
iv.  possess good leadership qualitics.

One FIO scctor covered three to five turnouts or a whole lateral canal, as
shown in Figure 7. One turnout serves a minimum of 5 ha. or a maximum
of 3010 30 ha. in the case of a lateral. 1 also serves 5 10 30 farmers, as the
case may be. The FIO selects three potential leaders per subunit or farm-ditch
to constitute what is called a core group (CG). These core groups are visited
by IF10s who conduct small group meetings. All the core groups (threc to five)
together arc called an organizing group (OG). There is one OG for cach
turnout. The OG 1s responsible for contacting other farmers and convening
mectings in their respective subunits or farm-ditches to discuss problems in
irrigation and the need for the Turnout Association or Farmer Irrigators’
Groups (FIGs). Thesc arc called Bukete ng Samahang Magpapatubig (BSA),
in the Tagalog dialect (which means Farmer Irrigators” Group). Thesc are
Joined at a higher level {o form the !rrigators” Associations. The FIO also
conducts mectings vath all the organizing groups in different turnouts. In



THE FARMER IRRIGATORS' ORGANIZING PROJECT (FIOP) 43

somc cascs. the F1O conducts mectings in cach subunit of the turnout service
arca and finally. itconducts meetings of all farmers comprising the BSM. or
FIGs (Farmers Irrigators™ Groups), at the turnout level,

ORGANIZATION OF THE BUKETE NG SAMAHANG
MAAGAPATABIG OR FARMER IRRIGATORS’ GROUP

Following the traming. o preorganizational meeting was conducted for all
farmers served by the turnout. Farmers discussed their problems in the area.
such as the repair of canals. the need for culverts, and especially. poor
distribution of water “The problems gathered by the FIO from these imeetings
were then submitted to the FIO Supervisor. The farmers” problems and needs
were discussed atbumonthiy supervisory meetings. presided over by the FIO
Supervisor These mectings, held atternatively inditferent FIO houses. were
attended by the FIOs, the Zone Engimeer and Watermasters. All problems of
disrepair and the need for rehabilitation and mprovement works were
identificd and recorded by the Zone Engineer for submission tothe Irrigation
Superintendent tor action

I the formation of the BSNs or FI1Gs. the FIO maitimned a logbook of
activitics which was occasionally checked or monitored by the Supervisor.
The date and place of mectings and attendance were recorded. as well as the
mgjor topics and problems discussed. 1n some instanees, the FIOs provided
siacks for the meetings held. paid by them personiilly, Inother instanees. the
F1O Supervisor temporariiy shouldered the cost. for renmibursement from the
NIA funds. Problems morganizing were also presented by the IF1Os to their
Supervisor. The FIO Supervisor who was previously o Watermaster in
another division withine AMRIS had some background knowledge in
organizing work. He began to organize farners in his former division when
hie was sclected personally by the Irrigation Superintendent. He had a very
good relationship with the farmers in hits previous assignment. The job of the
FIO Supervisor was given to hin.

When all farmers in a tarnout agreed to form the BSM. a mecting was
scheduled for the clection of BSM officers. The officers clected were the
Chairman, Vice-Chairman, Secrctary, Treasurer and Auditor. This process
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was repeated for cach turnout until all the BSMs were formed by October
1983. 1t took about 5 months for the 7 FIOs to organize the 28 BSMs. which
now constitute the Bustos-Pandi Irrigators’ Association or BUSPAN IA. The
indicators sct forth by the FIO Supervisor and the F1Os demonstrating that
the BSMs werc organized. were the following;

i. about Y0 pereentof the farmersina BSM attended monthly meetings;
it ninety percent of the farmiers participated in canal maintenance and
provided free labor in rehabilitation and repair works:

iii.  farmers who were unable to attend meetings paid penalties on the
amount agreed upon: and

iv.  farmers whowere unable to participate in repair works sent their sons
or other people 1o represent them.

As an incentive. cach of the 7 FIOs received 350 pesos per month
(US$16.00) for a period of six months. This was subsequently increased (o
500 pesos per month for the next 18 months. The agreement between NIA
and the F1Os to undertake the organizing activitics covers a one-yvear period.
As a reward for a job well done. NIA decided to grant them a onc-year
extension. In 1990, the contracts of FIOs in the Irrigation Operation Support
Project (I0SP) covered a one-year period without extens an. As provided in
thebylaws of the lrrigators™ Association, the FIOs were installed as members
of the Board of Advisers. They were required to attend the monthly meetings
of the Board of Dircctors vnd any other mectings that required their
attendance. They were given the same transportation expenses given 1o
members of the Board of Directors to attend mectings. This incentive started
rom 30 pesos per meeting attended in 1984 o the present 80 pesos per
attendance (US$3.00). They were given the same penaltics as for Dircctors
for not attending meetings, such as forfeiture of the incentive plus payment
of a fine of 30 pesos for cach abscnce. Thesce incentives and penalties were
all agreed upon by the Board of Directors and the Board of Advisers.



CHAPTER 4

The Birth of Buspan 1A Incorporated

ORGANIZATIONAL ESTABLISHMENT

SHORTLY AFTER 111 28 BSMs were organized. NIA conducted a workshop
on cstablishing farmers' organizations. from 4 to 7 October, 1983. It was
during this workshop, on 6 October, 1983 (five months ifter the predeployment
training of the FICs) that BPEPIS became cstablished as the Bustos-Pandi
Irrigators’ Association, Incorporatcd, or BUSPAL. IA. INC. The scminar
was attended by the BSM chairman and F1Os. The FIO supervisor served as
onc of the resource speakers while the FIOs acted as facilitators in their
scctoral group scssions.

In the worksthiop, the officers of the Irrigators” Association (IA) were
clected and the bylaws of the Association were formulated. improved and
revised. The Securities and Exchange Commission (SEC) requircments were
discussed. and the IA held its {irst Meeting of the Board of Directors. The
topics discussed in the mecting included the need for discipline among
officers and members of the 1A, the schedule of their regular monthly
meetings and the role of the F10s as members of the Board of Advisers of the
1A. During the clection of officers, NIA advised the group on the need for
officcis tocome from various portions or - ~ctors of the serviccarca. The F1Cs
scrved to heighten the awareness and interest level of the BSM chairmen
toward IA formation. Each onc of them cxplained to the group the need for
the farmers to be united.

One FIO confessed that carlier he was a problem farmer and had always
caused illegal checking of the check structure near his house. He owned
approximately 10 ha of land located adjacent to the canal and he had always
wantcd his farm to be full of water at all times. He never botherzd to know
if other farmers downstream had their share of water. Today, afier NIA ha.:
oriented him on various irrigation problems and after he had gone around to

45
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scc the plight of other farmers, he says he is convinced that farmers must
group together. After this oricntation he no longer cansed illegal checking
and allowed downstream farmers to get the water first,

Another FIO told the group that onc farmer had told him that there was
no need for an association, since he and other farmers were religiously paying
the Irrigation Service Fee to NIA. The FIO had asked that farmer if he was
happy and contented. in just having the water and paying the ISF. knowing
that there were farmers downstream who were unable to get water. Jjust
becausc of the result of that line of thinking and reasoning. The FIO informed
the group that the farmer was stumped by that. and 'hat he was able to
convinee the farmer of the need to organize themselves. The farmer was even
clected as chairman of the BSM in his arca.

Other FIOs reiterated and emphasized that since most of the farmers were
old. they must have something of worth and value that their children must
inheritand that showing the voung generation a zood example of leadership
and the value of unity would surely guide their children to a meaningful and
contended life in the years to come. By citing such examples as those above,
the FIOs facilitated and enhanced speedy formation of the BUSPAN 1A,
Thirteenmonthsafterthe predeployment training of FIOs. in June 1984, NIA
formally turned over full management of the Pump Irrigation System to the
BUSPAN IA. The details of the Memorandum of Agreement between NIA
and BUSPAN 1A are sliown in Appendix 4.

There was a great deal of apprehension among members of the Board of
Dircctors of the IA during the final discussions. prior to the signing of the
turnover agreement. They were unsure whether they could cfficiently
manage the operations of the Pump Irrigation System. There were so many
questions of “how™ and “if” from the farmers. However. NIA managed to
convince them that it would alwavs support and guide them in their
management. NIA also cmphasized the need and timing for their participa-
tion. If farmers would not participate in O&M. the cost of operation would
continuc to increase, while the collection cfficiency rate remained unaltered.
NIA would be forced to pass the burden on to the farmers and increase the
ISF atthe minimum fevel that revenue would break even with the operational
cost. On the other hand. if the farmers would participate and be able to save
costs, whatever surplus or profit obtained would be given to them. In the end,
the farmers agreed to take over the pump operation for onc ycar on a trial
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basis, beginning with the wet-scason crop of 1984 until the div-scason crop
of 1985. The rest is history. They realized at the end of the wet-scason crop
of 1984, that they had reduced power consumption, had increased collection
and that the IA had netted an income of more than 100,000 pesos (US$7,100).

The relationship that had developed among BUSPAN TA. the other 1As
in AMRIS. and NIA is something worth mentioning. With the iuitiative of
BUSPAN 1A, all Trrigators’™ Associations organized by AMRIS eventually
grouped themscelves in 1986 as the AMRIS Confederation of Irrigators’
Association, with NIA as its adviscr. The primary purpose of the Confedera-
tion is for lAs to advisc and help cach other solve problems within their
respective Associations. Strengthening O&M performance. aitaining sclf-
sustainability, and joining cach other for or against national issucs of concern
have become other activities of the Confcderation.

Recently, NIA cncountercd another stumbling block in its quest for
corporalc financial viability and sclf-sustainability. Recently. national pohi-
ticians, urged by some politically causc-oriented groups. sponsorcd bills in
the Senate that would provide partial or free irrigation to farmers. During the
preliminary hearing @t the Senate Committee on Agriculture and Food on 3
August 1989, the NIA Administrator was requested o present NIA's
concerns about the proposed bills. Together with the presidents of BUSPAN
[A and the Angat-Bustos-Pandi Irrigators™ Association (ANBUSPA 1A}, he
informed the Scnate Commitice on Agriculture and Food that abolishing the
Irrigation Scrvice Fee was not the answer to supporting farmers. He told the
Committee that the farmers in their organizations were amortizing the Pump
Irrigation System to the government and managing the system itsell. They
arc the ones collecting the ISF that is even higher than the gravity rates and
still they attatn a 100-percent collection. Besides being unfair to the farmers
in upland arcas and in Pump Irrigation Systems. the proposed bill will only
encouragethe farmerstoalwaysrely onthe government. 7hey alsostated that
to support and help the farmers. the government should finance a so-called
“Rice Production Cluster™ Project. designed to enablc 1As to take over
postharvest activities from the middlemen and traders (Appendix 3).

Figure 9 (p. 48) shows the organizational structure of BUSPANIA. There
arc 28 members on the Board of Directors. Thesc are the 28 BSM chairmen.
The Board of Dircctors clected from among themselves the 1A officers and
through NIA’s guidance, they created four committees to handle various
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Figure 9. Organizational structure of BUSPAN IA at the IA level ( upper box) and at the BSM level (lower box).
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tasks of the IA. The officers who were clected among the 28 BSM chairmen
arc the following:

1. President — The President acts as the Head of the 1A, He is
responsible for all 1A transacticns:

ii.  Vice-President — Two Vice-Presidents are clected. The first Vice-
President is the chairman of the committee on service, while the
second Vice-President acts as co-chairman. They arc responsible for
the implementation of the rotation schedule and overall waler
distribution within the 1A:

iii. Sccretary — The Secretany acts as the chairman of the committce on
memberskip and education. Heisin chargeofthe follow -up activitics
for training and application for membership:

iv. Auditor — The Auditor is the chairman of the columittee on Audit
and Inventory. He is responsible for cheeking financial transactions
and all properties acquired by the Association. He is also responsible
for auditing the 1A accounts and records.

Members of the Board ¢f Dircctors who were not elected as officers of the
1A werc assigned to different committees as members. Each committce
compriscd four members. At the BSM level. the same sets of ofTicers were
clected with only onc Vice-President and the same set of comnmnittces was
created. Election of ofTicersis doncannually. Election at the BSM level takes
place every first Friday of the year. Thisis followed by the election of officers
atthe IA level every second Friday of the year.

Prior to the monthly mecting of the Board of Dircctors. i monthly BSM
meceting is also held. They discuss problems affecting operations and all
unresolved issucs arc forwarded to the Board of Dircctors for decisions. Once
agreement or a decision is made at the Board of Dircctors' level. this is
brought down to the BSM level for implementation. The clected President of
the IA presides over the monthly mecting of the Board of Directors. He also
presides over the meeting at the BSM level. In the first board meeting, it was
decided that an amount of 30 pesos would be given to cach member of the
Board of Dircclors for attendance of meeting and a fine of 30 pesos for cach
absence. So. a member of the Board of Dircctors who is absent from one
meeting not only pays the finc but forfeits his incentive. All collected fines
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and forfeited incentives accrue to the Board of Directors’ fund. In January
1986, on the suggestion of the President. the Board of Dircctors approved an
additional incentive of 50 pesos per officer 1o encourage them to actively
participate in all IA activitics.

The role of the FIOs up to 1990 has been advisory. They are permanently
installed as the Boardof Adviscrs. They attend the monthiy meetingsand also
give guidance. They attend BSM meetings for their sectors. They seeto it that
policics of the IA arc being implemented. Like the Board of the Dircctors. the
FI1Os arc also issucd with the same incentives for attending meetings of the
Board of Dircctors and arc imposed the same fines and penalties if they fail
1o attend them.

During the first vear of operation, the 1A hired the following personncl:

i.  Irrigators' Aide who manages water distnibution under the guidance
of the Committee on Service:

ti.  Accountant who acts also as Billing Clerk in preparing the ISF bill
for cach BSM in the turnout group: and

iii. Pump Operator.

Aspartofthe 1A development program. NIA scheduled and conducted the
following training to further develop and strengthen the capability of the TA.

i Svstem Management Training held from 25 to 27 July 1984 was
attended by the BSM chairmen and vice-chairmen and FIOs. The
trainces were given lectures on simple water-management practices,
such as principles of closing of rice dike openings. if farms are fully
irrigated. checking and closing rice leakages. and close coordination
among farmers to prevent water flow to the drains. The importance
of planting carly maturing varictics and simultancous farm opera-
tions was also discussed. During the System Management Training,
the participants had a very strong appreciation of this concept as they
were able to relate it to the power used in pumping irrigation water.

i, Seminaron Billing, Collection and Remittance Svstem was held from
1110 12 September 1984, This was attended by the BSM chairmen.
treasurers. the 1A accountant and F1Os. Billing Clerks of AMRIS
gave lectures on the preparation of 1SF bills. In the casc of the LA the
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preparation of group bills per BSM was taught. The importance of
regular remittance of collections was also emphasized.

Wi, Financial Management Seminar held from 231023 August 1983, was
attended by the BSM chairmen, treasurers, the [A accountant and
FIOs. On financial matters. the groups were given guidelines on
simple accounting proczdures and practices. The Accounting Clerk
of the System gave lectures on the importance of Keeping records of
money or funds coming in and out of the IA or BSM.

. Basic Leadership Development Course conducted from 11 to 13
December 1985, was attended by the BSM chairmen and FIOs.
Proper procedures in conducting meetings were discussed in this
seminar. Methods for agenda preparation as well as recording of the
minutes of mecetings were given emphasis during this coursc.

The major role of the FIOs in these training programs, aside from
attending them, is to make sure that the BSM officers are all present. With
the exception of members who were sick or who were absent because of
unavoidable commitments, attendance in all scminars was ncarly 100
percent,

SYSTEMS MAINTENANCE AND OPERATION
UNDER BUSPAN IA

According to the agreement between NIA and BUSPAN A, (Appendix 4),
NIA provided full financial assistance for pump repairs until 31 May, 1983,
After this date the association took over. For canal maintenance, the main
canal was subdivided among the 28 BSMs. Each BSM was given the
responsibility to maintain about 500 meters. This included the laterals and
farm ditches within cach of their sectors. Each BSM was given P800 by the
[A per cropping scason for the monthly clearing and maintenance of canals.
They used thisamount for snacks and meals during maintenance operations.
Incascofemergency repairsalong the main canal. the President isauthorized
to hire laborers. If repair works occur on lateral canals. the BSM concerned
willtake care of the job, including cexpenses. Ifmajor repairs such as desilting
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of canals and surfacing and leveling of roadways arc nceded that require
cquipment and vehicles, NIA provides the equipment (including opcrator)
frzc of rental charges, while the Association shoulders the fuel expenscs.

During the NIA management, it formulated a water delivery schedule for
the Pump Irrigation System. At thattime, the Watermaster, the Ditchtenders
and the Irrigation Supcrintendent had to work during the night just to
facilitate water delivery to the downstream arcas. On account of farmers’
interference. it was very hard to deliver water to downstream areas. not only
in the Pump lrrigation System but in the gravity sysiem as well. When
BUSPAN 1A took over, they adopted the NIA schedule. and after some weeks
of operation they made some modifications and adjustments, to suit actual
ficld conditions bascd on the length of tume needed to irrigate all BSMs,
Figure 10 (p. 53) shows the modificd water distribution schedule of the
BUSPAN IA. The schedule calls for the Committce on Service to facilitate
water delivery to BSMs 1 1o 19 from 8.00 a.m. Friday to 8.00 a.m. Monday.
Waltcr is rotated to BSMs 20 to 25 from 8.00 a.m. Monday to 8.00 a.m.
Thursday. During this period. water is simultanesusly delivered to low-lving
arcas in BSMs | to 19, although the gate openings of all intakes will be
adjusted to half that of the previous openings. On the last shift. all gates from
BSMs 110 253 will be closed todeliver water to BSMs 26, 27 and 28 from 8.00
a.m. Thursday to 8.00 a.m. Friday.

FINANCIAL MANAGEMENT AND ISF COLLECTION

In accordance with [A regulations. every member is required to pay the
following fces:

i. an initial membership fec of 10 pesos;

il annual dues of 5 pesos:

iii.  anlIrrigation Service Fee cquivalentto 5.5 and 5 cavans (275 and 250
kg of unmilled rice) for dry and wet scasons, respectively. (the
government price per kilogram is adopted as a cash cquivalent). The
ISF rates adopted by BUSPAPN A were based on the minimum rate
computed by NIA so that the 1A will be able to pay O&M cost



Figure 10. Water distribution for BUSPAN I,
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including the power bill and obtain a minimal surplus at 80 percent
collection efficicncy.

The membership fec for cach member was collected upon submisston
of membership applications, while the annual dues were collected
during the first month of cach year. Irrigation Service Fees were
collected twice a vear during the harvest period for wet- and dry-
scason crops. Two weeks before harvest. the TA Accountant prepares
group bills for cach BSM. This is distributed to the Treasurer of cach
BSM. who collects the ISF from cach member. All fees collected at
BSM levels by the BSM Treasurers are remitted to the [A Treasurer.
The IA treasurcr then deposits all collections in the bank. In 1984, as
a safeguard for all fees collected. the A opened a savings and time
deposit account with a government banking institution. The A
Treasurer and the Accountant are required to prepare and submit a
monthly financial statement on the collections and transactions of the
IA. These are presented and discussed at every mecting of the Board
of Dircclors.

In the initial vear of operation (1984). BUSPAN [A netted a total profit
of 134,000 pesos. By December 1989, the [A had a total account balance of
620.460 pesos (US$22.000). Part of the accumulated funds is carmarked for
the purchasc of a new pump in case of adverse eventualitics. The TA is also
presently engaged in the cooperative movement. About 200,000 pesos were
invested in the cooperative to assist farmers in the formof loans with very low
interest. By December 1989, the cooperative where the 1A is affilisted had
a total net worth of 3,000,000 pesos (US$107.000).

Today. during informal gathcrings. BUSPAN IA officers and members
like to teasc NIA officials and employecs on how the latter were able to
brainwash them. Farmers say the NIA personnel are now sitting pretty, while
the A bears all the hardship and headaches in running the Pump Irrigation
Svstem. But they also reply quickly that they arc only joking. They have
rcalized that without their participation NIA would have always had a hard
time in satisfving its farmer clients. They have scen NIA try its best and they
knew of some untoward incidents in the past, when cven a farmer was killed
over witer disputes. Today, even though there are sacrifices made. and tobe
made, cvery officerand member of the 1A is happy. They always have onc joke
to crack at the NIA, “Do vou want the 1A to teach NIA lessons in how to
increasc collection cfficiency?”



CHAPTER 5

Impacts and Results

THE TURNOVER OF management from NIA to the farmers and the establish-
ment of the BUSPAN Irrigators™ Association brought about noticcable
positive results in management performance. There were visible and partly
unexpected changes as a result of the management turnover to the IA.
Comparcd to the NIA management from 1972 to the dry-season crop of 1984,
BUSPAN 1A has registered marked changes in the arcas of opcration,
maintenance, cropping intensity, power consumption and collection rates of
Irrigation Service Fees. Starting with the wet-scason crop of 1984, BUSPAN
IA developed itself as a typical model of what an Irrigators”™ Association
should be so that it became worthy of being publicized in various Philippine
magazines. BUSPAN IA demonstrated to others. the importance of being a
united group. with cohesiveness and an ability to resolve conflicts, and above
all. the ability to stand on its own feet.

OPERATION AND MAINTENANCE

Discipline, the importance of instituting which was Iearnt by its members in
the previous seminars conducted by NIA, plaved a major rolc in O&M
activity. During the NIA management. its personnel, working day and night,
could hardly irrigate the downstrecam and low-lying arcas of the main canal
and laterals duc to farmer interference with the operation. Today, farmers
located in downstream arcas have little to complain about. Because of
cooperation among them, the most downstream arca can be irrigated in a
single day. The ficld ol maintenance is another arca which shows impressive
changes. In most cascs, a NIA Ditchtender would complete cleaning a 3.5-
km canal in about two months, whercas BUSPAN IA has demonstrated its
ability to clcan the entire length of main canal and laterals (33 km) including

5
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farmditches, in less than two days. The spirit of Bavanihan (group work in
the Tagalog dialect). had been reactivated by the Association. Over 90
percent ofall ofTicers and members participatein every maintenance activity
scheduled monthly by the IA

CROPPING INTENSITY

Table 12 below shows a comparison of cropping intensitics between NIA and
IA management periods. They are roughly the same. Although not substan-
tial, onaiccount of inconsistencies in systems’ records. there was nevertheless
a slight improvement in the irrigated arca.

Table 12 Irrigated area and cropping intensity.,

Irrigated/

Official benefited Cropping
Year service area (hay) intensity Remarks

arca (ha) T

Dy Wet

1982 731 65 670 181 Under NLA management
1983 731 64y 649 178 Under NLA management
1984 731 649 677 181 Dry (NL), Wet (IA)
1985 731 677 654 182 Uinder 1A
1986 731 661 664 181 ~do-
1987 731 665 664 182 -do -
198& 731 665 665 1%82 -do-
1989 731 667 667 182 -do-

Immediately after the 1A ook over in 1984, there was an increasc of 28
ha in the irrigated arca (677-649). The varying changes in the data on
scasonal cropping intensity can be attributed to the following factors:

i.  removal of portions of roadways, residential lots, ctc., from actual

arcas being tilled;

ii. discovery of additional arcas — most farmers never expose the truth
about the cexact arca of the land they have tilled. This problem is
common in the gravity flow systems and also at BUSPAN;
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iii. laind conversion — some arcas are being converted into housing sub-

divisions and industrial sites.

At present, BUSPAN is in the process of checking questionable data on
land arca irrigated by its 1A, It has requested NIA to teach them practical
mecthods and techniques for land measurement. BUSPAN suspects that
approximately 100 ha of irrigated area is not included in the figures. Once
the ongoing arca checking activitics are completed. BUSPAN is sure that the
cropping intensity will increasc considerably.

POWER CONSUMPTION

One of the significant changes resulting in the takeover of management by
the Irrigators’ Association is the large reduction in power consumption as
shown in Figurc 11,

Figure 1. Power consumption by NI and BUSPAN 14 1984-1988.
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During the NIA management, farmers nicver bothered if they saw water
overflowing rice dikes and being wasted in the drains. They contended that
because they were paying irrigation service fees they could take all the water
they needed. Today. it is a totally different story. By teaching them simple
watcr-management practices, such as closing of rice field openings il the rice
field s alrcadv full of water. and not allowing water to low into drains,
BUSPAN IA was able to save considerably on power consumption. Compar-
ing the 19% 3 and 1984 consumptions. it was found that the IA wasable to save
79,000 kvwh. Farmers often remind their co-farmers aboul waler wastage.
They arc now more conscious of watcr conscrvation in order 1o save on
clectricity costs ol water pumped. In 1987 onaccountof'the late rainfall, they
operated the pumps in the wet scason as thoughit was & drv scason. They were
cven able to save 7.000 kwh compared to the 1983 consumption. The total
cost of electricity consumed plus other operational costs for every cropping
scason is provided by NIA to cach of the 1As of the three Pump Irrigation
Systems, annually. The isrigators” Associations then compute the ISF rates
thatwillbe sufTicient to cover the total operational cost plus a certain surplus.

IRRIGATION SERVICE FEE COLLECTION

Another very significant change is the tremendous i ceease in the collection
of Irrigation Service Fees. During the period that the system was still under
the supervision of NIA. the average collection efficiency attained was 50
percent. Figure 12 (p. 59) st ~v~ the comparative collection performance
under the NIA and the [A managements.

Asshown in this figure. starting in 1984 when BUSPAN 1A took over the
management of (he system, the collection cfficiency never went below 90
percent. It attr taed a 100 percent collection rate in 1989, and is trying to
maintain itat that level. One forcign visitor commented that it was really a
fantastic thing to happen. He was unable to figure out how, that, in spitc of
the high operation and maintenance cost and the increase in lrrigation
Service Fee rates. the farmers were willing and able 1o take over the
management . f the Pump Irrigation System and still increase the efTiciency
of fee collection as well.

) ‘
{!
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Figure 12. Irrigation Service IFFee collection, BPEPIS, 1982-1989.
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Some of the factors that could be attributed to this situation arc the

following'

i.  Swstemofcollection. The [A sets the date and time of ISF collection.
They call this lagom bavad. meaning mass payment in the Tagolog
dialect. Each scason, all farmers proceed (o a designated place and
pay their ISF, thereby saving on time and effort for the collector. This
system is also being practiced in the gravity-flow arca.

ii. Collection incentives. A 10-percent collection incentive is given by
the [A to any BSM group that can collect 100 percent of the current
collectibles. Additional incentives arc given for collecting from back
accounts.

iti. Collection Strategy. An approved Board decision to take over the
farmoperationofadelinquent member recently took effect. Asagreed
upon, the [A took over the farm operation of the lot of a delinquent
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member (witha signed statement of approval) and after deducting all
operations costs including the arrcars or part of it, the remainder was
issued to the delinquent member. Still another strategy cmployed is
the group visiting of all the 1A officers and the BOA. At lunch time,
they proceed to the housce of the erring member and out of Filiptno
tradition, the member is forced to prepare meals or snacks for the
group, which makes him incur additinal expenses.

iv. Senseofawarenessand proper orientation. Since the start of the need
for sclf-sustainability or viability, NIA had been vigorously cam-
paigning for farmer payment of ISF. NIA was informing farmers how
fortunate they were. They were told they were harvesting two crops
per year becausce of irrigation. while other farmers were unable to do
so. The ISF collected or to be collected from them, was used or was
to be uscd in developing or constructing irrigation facilitics in arcas
that had no irrigation systems vet.

V. Sense of concern and responsibility. Farmers are aware that they are
using clectricity for the operation of their pumps. They must collec-
tively pay the total cost of power. They developed the initiative and
willingness to pay the ISF since they realized they were beicefiting
from the irrigation system and were solely responsible for its main-
tenance.

There arc several changes worth mentioning. At present. farmers seldom
interfere in the operation of their system. If they do. they inform the
Committecon service of their needs for it to make tiic neeessary adjustments.
Many farmers inall scctors now know almost everybody clsc. Earlicr. heated
arguments about water disputes or even fist fights that could lead to loss of
life had often occurred. Today. it is common for farmers to reque.’ onc
another to stand as sponsors in the baptisms or weddings of their children.
Asaresult of their coordination, water is distributed much more cquitably to
all farmers, resulting in increascs in individual crop yiclds.

The results and impacts of the BUSPAN 1A success story do " ot end in
Bulacan Province. Publications in various Philippines magazine, telling
storics of the accomplishment of Bulacan farmers continue to reach places
as far away as 500 km north and south of Manila. As a result, BUSPAN 1A
officers, FIOs and members, together with the NIA Region Three staff, arc

oF
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often cither invited 1o go to those places or are visited at their headquarters
by various farmers or officials sccking interaction with them. Reports of
management takeovers by other Irrigators’ Associations that had interacted
with BUSPAN have clated the Bulacan group, with the attendant fecling of
happiness for a job well done and a mission accomplished. Some of the
irrigation systems that were turned over to [rrigators’ Associations, which
had interacted with the Bulacan BUSPAN group arc the following:

1. Libmanan - Cabusao Pump Irrigation System in Bicol Provinee;
ii.  Bonga Pump No. I and 2 in llocos Norte Province;

1. Guimba Groundwater Pump Irrigation System in Nueva Ecija Prov-
ince,

vi.  Solana - Tugcugarao Pump Irrigation Svstem in Cagavan Province;
and

v. Iguig - Amulong Pump Irrigation System also in Cagavan Province.

Anotherlarger impact is the natiorwide dissemination of the FIOP model.
Having attained encouraging results in its implementation in AMRIS, the
NIA top management decided to implement FIOP in all National Irrigation
Systems. In mid-1988, a rchabilitation project was started in all National
Irrigation Systems in the twelve regions of NIA called the lrrigation
Operation Support Projcct(10SP). which includes the accelerated formation
of Irrigators’ Associations as onc of its major compoiicnts. Relving on the
successful ¢xpericnces in AMRIS. NIA decided to impicment FIOP as the
organizing approach in all National Irnigation Syvstems. This new project
involves the recruitment and training of numerous farmers for organizing
participation in rchabilitation and later in management

This facilitated another precedent in the life of BUSPAN farmer organ-
izers. The entire Regional Institutional Development stafl of Region Three,
all AMRIS stafT, all F1Os and officers of BUSPAN 1A werc invited as
resource speakers during the training for this project. They traveled to region
Four in Laguna Province and Region Five in Bicol Province in Luzon. They
took anairplance to Region Sixin lloilo city in the Visaya Cagayan Oro. One
of the farmer organizers said that he could not believe what was happening.
He never expected in his lifetime. that someday he would be able to fly in an
airplanc. Yetitdid happen. The entire Region Three stafT was invited to give
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lectures on FIOP implementation in various regional offices. The BUSPAN
and other IA officers and FIOs interacted with the recruited FIOs in the
predeployment training of FIOs in other regions. They shared experiences
and gave lectures on how the IAs can manage systemsand farmers’ problems
with co-farmers. They answered questions and encouraged the IAs to take
over management of irrigation systems.



CHAPTER 6

Conclusions

THE EXPERIENCE OF implementing the Farmer Irrigator Organizing Project
(FIOP) in the Philippines has demonstrated encouraging results that have led
1o a wider application of the process nationwide. The FIOP approach, which
plaved a positive part in the development of active Irrigators™ Associations
in National Irrigation Systems of NIA had proven the following:

iii.

iv.

That farmers. given the respect and responsibility to which they are
cntitled, possess the skill, knowledge. and diplomacy to be equal
partners with local government officials and international develop-
ment agencies in the irrigation business.

A farmer irrigator as an organizer of water-uscrs’ groups can, not
only be more cconomical for agencics such as NIA, but be very
effective as well, compared with the approach of cmploying a
professional community organizer. The direct organizing cost per
hectare is obviously less. But morc importantly, the FIO, being a
respected resident in the arca, knows the practical problems and
sentiments of the farmers. He liaiscs cffectively between NIA and the
farmers, and remains in the arca to assist in the long-term viability
of the Irrigators’ Associations.

The F10 has advantages over professional organizers in the arcas of
integration and contact huilding, leader identification and familiar-
itvoftheirrigation system. He knows the noncooperative or problem-
atic farmers in the community. He can develop strategics to convince
the farmers of the necessity 1o be cooperative and encourage them
since he knows their weaknesses and sentiments.

Selection and screening of prospective FIOs were very crucial to the
success of the organizing process. Personal characteristics like
integrity, credibility, lcadership potential and willingness to work,
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played a very important role in organizing the farmers into an
Irrigators’ Association.

The predeployment training helped a lot in developin g the cfTective-
nessof the F10. This was reinforced by the very close supervision and
monitoring by the FIO Supervisor, and by the frequent meetings
conducted to asscss the problems and progress in organizing,

The “human touch™ approach cmploved by the FlOs, the FIO
Supervisor and all other NIA personnel involved. played a very
important role in the snczess of the project. Respect for people,
paticnce, desire for success. determination and interest for the 1A
formation were the characteristics of all personnel who joined
together in the implementation of the Farmer Irrigator Organizing
Project.

The rehabilitation, coupled with the fiequent visits of the F10s to the
farmers, manifested the true commitment of NIA 1o assist them, This
motivated the farmers to join the Association and secemed to shorten
the Iead time for the formation of Irrigators™ Associations.

The approach used by the FIO of starting with a small number of
farmers as contact persons and discussing with them their needs and
problems scemed to be a good strategy for organizing lAs,

The moral and financial support of NIA. the siucere commitment of
the project management team, and well-motivated and trained F10s.
all contributed to the success of FIOP.

Finally, the full support and immediate response of the Nt rop
managementwerevery instrumentalinthe success of FIOP, particularly
intheinvolvementofthe farmers in the rehabilitation and i improvement
of the irrigation system.



CHAPTER 7

Parting Words of
One Irrigation Manager to Others

A GREAT MANY developmental, scientific, social, institutional or even
rescarch projects have been implemented to improve irrigation and rural
welfare in general. Many of them have been suceessful but a great number
have failed. The success or failure of a project sometimes depends much on
the person or persons directly involved in the exccution of the project. Some
arc of the opinion that the person who is in charge can make or unmake a
project, meaning. that the success or failure of any undertaking depends
mainly on the leader. In the implementation of FIOP and behind its success.
there were a great number of factors or “keys.” These “keys™ cannot yct be
found written in any book. These can be found in the testimonics of persons
implementing a project. In the case of the Farmer Irrigator Organizing
Project these “keys™ are the following.

i.  Character. Thisisoncofthe most important traits needed. An honest,
open. and [riendly approach by project stafT in dealing with people.
especially the farmers, played a crucial part in the carly formation of
BUSPAN IA. The close relationship between the farmers and the
NIA management developed in such a manner that cach gained the
trust and confidence of the other.

il.  Sincerity. Fulfillment of promises and commitments gained the total
and uncending support of the BUSPAN farmers. The granting of valid
requests of farmers motivated them to provide unpaid labor. This was
truc not only in BUSPAN, but in the other Irrigators' Associations of
AMRIS as well.

ti.  Taking risks. Not all people can do this. But as demonstrated in
AMRIS, it played an important role in the speedy formation of
Irrigators™ Associations. The immediate response to their needs
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restored their trust and confidence in NIA and this played a part in
achicving a much-increcased collection efficiency. Farmers knew that
the Chief of the System had acted on their behalf. They knew that he
had taken immediate action to grant their valid demands prior to a
formally approved program of work and funding support. They were
rcady to support and back him up anytime. whatcver the consc-
quences.

Say “no "withasmile Notall farmers’ requests can be granted. There
are requests that are for personal benefits and not for social merit,
Saying "no” with a smile, together with a pat on the farmers’
shoulders, and giving assurances of further contact wittavoid hurting
their feclings. Explaining openly that there arc other prioritics, and
that funds are inadequate. helps to make farmers understand such
situations.

Socializing. This 1s one weakness of the farmers, Often being among
the lowest class of socicty. they feel very proud when top governiment
official associate with them. After ficld inspections. dialogucs,
mectings and so on. there nceds to be socializing between the farmers
and the agency people. The NIA ofTicials from the Regional Irrigation
Director. the Chicf of Svstem, to the Ditchtenders sec to it that they
allocate some of their time for this. They drink wine or beer with the
farmers who appreciate it deeply. However, there may be a disadvan-
tage to this. The NIA officials found themsclves standing as sponsors
inthe weddings. baptisms or confirmations of farmers’ children. This
can be a big drain on their time and pockets. They became godfathers
of various sons and daughters of farmers. This is the kumpare system
in the Philippines. Although it may be expensive, it is a pleasure and
honor to be a godfather. This certainly enhanced the relationship
between the farmers and the NIA ofTicials.

Positive thinking. This plays an important part in the success of any
project. “If others can do it, surely. we also can do it.” This was the
perception of all FIOP implementors when it was piloted in AMRIS,
Every project and farmer Izader must possess this spirit. This type of
cncouragement by the NIA officials to BUSPAN 1A, gave the latter
the courage to take over the management of the Pump Irrigation
System.
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vil.  Put your heart into it. In most cases, managers find little time or pay
little attention to projects that arc outside the scope of their qualifi-
cations. For example, civil engincers tend to look for. and then sce
Jobs in a narrow way. such as that it is only a matter of construction.
Architects tend to deal only with the planning and designing of
houscs and buildings, ctc. This kind of “professionalism™ is happen-
ing in irrigation development not only in the Philippines but also in
other countrics. Managers of srrigation systems who arc mostly civil
engineers, look after the construction and rehabilitation ol irrigation
facilitics and pay littic attention to or give little interest in institutional
activities, such as the development of effective Irrigators’ Associa-
tions. At most. they delegate such activitics to subordinates. for
attending mectings or havingdialogues with the farmers, Hence. they
tend 1o be unaware of actual “sociotechnical™ situations and prob-
lems. They may notbe able to find solutions. which often require some
tocal knowledge. This should not be the case. Managers of trrigation
systems should put their hearts into whatever astivities that eflect the
well-being of theirsystems. whether itbe construction. rehabilitation.
fec collection or institutional matters. Ifirrigation managers do this,
they are likely to succeed in any undertakings for the benefit of the
farmers.

The abovementioned traits are only a few that managers in the irrigation
business need to possess. If they do not like mecting people, especially
farmers, then they must try to learn and adjust themselves. Top managcment
ofirrigation agencics should do all they can to cultivate these attitudes among
their stafl, perhaps through stafT selection, training. and incentives. but most
of all through personal example. Irrigation is the farmers' business. If vou
need to accomplish something relative toirrigation, meeting and mixingwith
the farmers arc unavoidable. To all my colleagues who might be involved in
similar projects and undertakings my parting wordsare "YOU CANDOIT.”
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Republika ng Pilipinas
PAMPANSANG PANGASIWAAN NG PATUBIG
(National Irrigation Administration)
Lungsod ng Quezon
MC # 48: 5. 1981

MENORANDUNM CIRTULAR

TO: ALLREGIONALIRRIGATION DIRECTORS, PROJECT ANDOPERATIONS
MANAGERS, IRRIGATION SUPERINTENDENTS, AND OFFICERS IN
CHARGE OF NATIONAL IRRIGATION SYSTEMS

NATIONAL IRRIGATION ADMINISTRATION

SUBJECT:  SUPPLEMENT GUIDELINE FOR PUMP OPERATION IN NATIONAL
IRRIGATION SYSTEMS

Due to the high cost of fucl and power it is herehy directed that for every wet or dry cropping
season the pump must commence operation only when the collection of the current irrigation service
fees due to NIA reach a munmmuam of 90 percent.

Current irrigation service fees refer to the irrigation service fees corresponding to the last
cropping season, 1.¢.t the ensuing pump operation is intended for dry season crop. current irrigation
service fees correspond to the diy season crop harvested immediately preceding the last wet season
crop. On the other hand, i case the ensuing pump operation is for the wet season crop, current
irigation service fees correspond to the wet season crop harvested inunediately preceding the fast
dry season crop.

Thedeadline for the evaluation of the Y0 percent collection performance should be one (1) month
before the start of each cropping season (wet or dry, as the case may be). The cropping season
calendar should be inaccordance with MC No. 31-A, S. 1978 as amended by MC No. 72,8. 1979,

Please disseminate the toregoing information to farmers concerned and to as wide an area as
possible for the information and guidance of the irrigation end users.

Strict compliance is hereby enjoined.

(Sgd.) FIORELLO R, ESTUAR
Administrator

November 6, 1981,
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BIO - DATA

NI 1o ver et cessssesas s sabsssens Nickname:
ADAIESS: oot SEX. ottt
AL e s Birthday: .....
Occupation :

Educational attainment: ...
Other sources of income:

Religion: Civil status
Name of wife AL s -
Names of chnldren Age Occupation

Number of vears in famuing: .......oovririineenn. Tenurial tatus: .o [P
Number of farm helpers: s v Total fanm SiZe: .o

Place/Location of fann: ...

Membership in organizations:
Name of training Pusition Inclusive year

Awards received (if any):
Name of training
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Other skills/characteristics:
Hobbies:
Status of health:

() withsickness
( ) nomal
Status in writing:

) sood
() average
() poor

Status of ISF payment:
() regular payment
() wregular payment
() notpaving
Are you ready ta serve in your barangay as a Farmer Irrigators’ Organizer (F10)?

() Yes () No
Are you ready to attend training conducted iy NIA for farmier organizers?
() VYes () No

Please write below the projects-activities in which you participated which were spearheaded for the
beuefit and progress of the barangay.

All information written is tnue.

Signature of Farmer

Recorded:

Interviewer
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FIO NEIGHBOR'S INTERVIEW

Name of FIO Candidale: ..ot i s s sessssssas R
INAINE OF NGIZHBOT ittt s
1. Doyou know the candidate (state name of FIOY? s
2. Is he aresident of this barangay? .
3. Howlong has e hved here?
4. What was his highesteducational attainment
S, What is Tus presem ource of INCOME SCCUPATIONT e
6. What are the activitres hie s now engaged I s s
7. s he good m deating with other people? ...
R What were his major accomplishments for the barangay?
9. Docs hie have enennies? e
10, Doces he have any health problems
which will adversely affect his work as FIO?
11, Is he a member of organizations here?
If yes, does he perform Dis doties?
12, Docs he have experience in leading an organization or the barangay?
13, What is his cconomic status in lite? ..
14, Are his opinions accepted ina mecting?
15, Docs he have experience in conducting mechings? ..o
16, Incase he gets selected as a FIO, do vou think
he will accept it and does he have tinie for this Work? o .
17, Incase he gets selected as a FIO, will B be aceepted by
the people in this barangay” I yes, wi- . are the reasons? .
Status of health: () with sickness

() normn

Ability to write

() good
() average
() poor

Status of ISF payment:

() regular payment
() irregular payment
() oot paying
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Are you ready to serve in your barangay as a Fanmer Irrigators’ Organizer (F10)?

() Yes () No
Are you ready to attend training conducted by NIA for farmer organizers?
() Yes () No

Please write below the projects/activities in which you participated which were spearheaded for the
benefit and progress of the barangay

All information written is true

Signature of Farmer

Recorded:

Interviewer
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MEMORANDUM OF AGREEMENT
BETWEEN
NATIONAL IRRIGATION ADMINISTRATION (NIA)
AND
BUSPAN IRRIGATORS® ASSOCIATION, INC.
(BUSPAN 1A)
KNOW ALL MEN BY TIESE PRESENT:

Q 4]
This Memorandum of Agreement entered this &8th day of June, 1984 S o S o
at the Municipality of Bustes, Provinee of Bulacan, by and between: 2 é § > %
The NATIONAL IRRIGATION ADMINISTRATION (NIA), a Gl g m E E
government-owned and controlled corporation duly existing under a’é ; g £
Republic Act No. 3601, as amended by Presidential Decree No. 552, 5 g Q=% Eg
with principal office at NIA Bldg. Complex, EDSA, Quezon City,  , A E 9i%a 2
represented by the NIA Assistant Administrator for Operations, g @g % £ ; §3 %
BENJAMIN U. BAGADION, who is duly authorized to represent it in E 28 5»& E_%;mg
this contract, hereinafter referred to as NIA; FomoEm=as
and
The BUSPAN IRRIGATORS ' ASSOCIATION, INC., anassocia-
tionorganized and registered withthe Securities and Exchange Commis- <
sion, Registration No. 119382, with principal oftice at Liciada, Bustos, o, = %
Bulacan, represented by the President, MR, DANILOR. ZUNIGA, who § 9 ;3
is duly authorized 1o represent it in this contracl, hereinafter referredto 5 '; "o‘
as BUSPAN 1A, & E g
= <.
WITNESSETH é g gg
ol
Whereas, the NIA owns and manages the Bustos-Pandi Extension A< 24
System (BPE) which includes the pump. canals and structures built for
irrigation purposes;
Whereas, the Buspan Irrigators' Association, Inc. wishes 16 operate
and manage the Bustos-Pandi Extension System, and to fully own the .
said system afler token of payment (amortization) has been completed, 5 g
Whereas, the NIA has decided 1o tum over the operation and 2%
management of said pump system to Buspan IA, and its full ownership g, g g -
after the amount of 0.5 cavan per hectare per year, for a total area of 650 E 2 5 C_‘E E
ha, within a period of 25 years, as a token payment for the expenses in 2 E % E 5
the construction of the Bustos-Pandi Extension System, has been com- 5 E ; é a E 5
pleted and/or fully paid. é z g4 5 ";ié
o o = o -
38 33 583
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(Sgd.) LEONARDO S. GONZALES
Imigation Supenntendent V'

(Sgd.) FEDERICO L. GENDRANO

Regional lmigation Director

(Sgd ) LINO S CAPISTRANO

Secretary

WTTNESS
(Spd.) SERGIO D. MARIANO
Vice-President

BUSPAN IRRIGATORS'
ASSOCIATION, INC. BY
(S5gd.) DANILO R. ZUNIGA
President

NATIONAL IRRIGATION
(Sgd ) BENJAMIN U. BAGADION
Asst Administratos for Operations

ADMINISTRATION BY.
(Sgd ) CESAR L. TECH

Administrator

APPROVED

APPENDIX 4

Whereas, the NIA and Buspan IA, mutually agreed on the follow-
ing:

I DUTIES AND RESPONSIBILITIES OF NIA:

1. Totemporarily shoulder/advance the monthly expenses on
power cost used in the operation of the pump, maintenance
of transmission line and salaries of° pump operator, which
willbe paid by Buspan [\ atthe end of cach cropping season;
though, if and when the 1A already has enough funds, the
said monthly expenses shali be paid by the 14,

2. Toprovidethe IA President the bills of the monthly expenses
onpowercost, maintenance of transmission line and salaries
of pump operator, the 10tal amount of which will be paid by
the Buspan 1A, 15 days afler harvesting;

3. To provide the IA President the total amount of bill for the
token of payment (25 kg of dried and clean palayiha), 15
days afler harvesting (dry season) vearly, for 25 vears;

4. To fumish the 1A a copy of the statement of old back
accounts on Irrigation Service Fee (ISF) of farmers ben-
efited by the Bustos-Pandi Extension Pump System before
tumover of the system’s O & Mo the TA:;

5. Toprovide the Buspan IA the incentive of 25 percent of the
total collection on ISF (old back aecounts), starting from the
cffectivity of the contract;

6. To provide/conduct trainings for officers and members of
the Buspan 1A necessary for the proper system’s imanage-
ment and 1A development;

7. To continuously supervise, through the Supervising Water
Management Technologist (SWMT), the Buspan IA in the
system’s operation and other related activities of the IA
which NIA is capable of doing;

8. To provide the Buspan IA the oflicial receipts (1A re-.cipts)
to be used inthe collection of old back accounts and current
accounts of farmiers within the system’s service area; and

9. To audit the IA receipts, book of accounts and financial
statements of Buspan [A if an when the need arises, and
provide the assistance called for.
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DUTIES AND RESPONSIBILITIES OF THE BUSPAN
IRRIGATORS’ ASSOCIATION. INC.

To pay NIA the amount advanced or. power cost, mainte-
nance of transmission line, salaries and ocher fringe benefits
of pump operator, at the end of every crep.ing season,

To set and inform NIA on the ISF rate per hectare to be
collected from farmers/irigated’benefited by pump system;

Topay NIA the construction cost(token of payment) of BPE
at the end of dry cropping season each year, within 25 years,
on or before May 31 of every year,

To manage the operation and maintenance of the pump
system, as well as the distribution of irrigation water from
the main canal to laterals and farm ditches;

To maintain the cleanliness of canal networks within the
service arca of BPE,

To bill and collect current accounts of farmers benefited by
the Bustos-Pandi Extension Systeny;

To colleet old back accounts of farmers benefited by the
Bustos-Pandi Extension System and remit the same to the
NIA Collecting Ofticer every Friday, or as soon as the
collection reaies P1,000.00, for issuance of NLA official
receipt. Any amountof old back accounts collection that has
not been remitted to NIA shall remain the IA"s obligation
and the concemed farmer as back accounts;

To assign/designate a bonded collector to collect Irrigation
Service Fees (current and old back accounts) from farmers
benefited by the Bustos-Pandi Extension Systemy;

To coordinate with NIA personnel on problems that may
arise on the management of Bustos-Pandi Extension System
which is beyond the capacity of the 1A to decide; and

To present the 1A receipts, records and book of accounts for
NIA's audit.

OVERALL CONDITIONS/PROVISIONS

All old Lk accounts will no longer eam interest effective
the date of tumover of the system to the Buspan IA, on
agreement that the IA will continuously collect the said

(Spd ) FEDERICO L. GENDRANO
Regicnal Imgation Director

WITNESS

BUSPAN IRRIGATORS
ASSOTIATION, INC BY

NATIONAL IRRIGATION
ADM,NISTRATION BY

(Sgd) SERGIO D. MARIANO

Vice-President

(Sgd ) DANILO R. ZUNIGA

President

Asst. Administrator for Operations

(5gd.) BENJAMIN U BAGADION

(Spd ) LEONARDO S. GONZALES

Irmgation Supenintendent V

APPROVED.

(Sgd) LINO S CAPISTRANO
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Secretary

(Sgd.) CESAR L. TECH

tor


http:i'I,000.00

(Sgd.) FEDERICO L GENDRANO
(Sgd ) LEONARDO S GONZALES
imigation Supenntendent V

Regional Imgation Director

(Sgd ) SERGIO D MARJANO

Vice-President
(5gd ) LINO S CAPISTRANO

Secretary

WITNESS

(Sgd ) DANILO R ZUNIGA

President

BUSPAN IRRIGATORS'
ASSOCIATION, INC BY

(Sgd ) BENJAMIN U BAGADION

NATIONAL IRRIGATION
Asst Admunustrater for Operations

ADMIN'"TRATION BY
(Sgd ) CESAR L. TECH

Admustrater

APPROVED
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accounts from farmers covered by the Bustos-Pandi Exten-
sion System. All payments of old back accounts collected by
the Buspan IA from the daie this agreement comes into
effect, will cam an incentive of 25 percent of the total
collection for the IA, the remaining 75 percent to be givento
NIA;

2 Nb\haslhcrighllolcmpornril_\'su.\pcndlhcpumpopcrnlion
when the Buspan 1A fails 1o pay the amount advanced by
NIA on power cost, transmission line maintenance, salaries
of pump operator, during the preceding harvesting season,
except when the reason for the failure is the damage of 75
percent of crops due to typhoon and other calamitics:

3. The Buspan A cannot transter the managenient of Bustos-
Pandi Extension System to any person or organization!
association, without prior authorization from the NIA
Administrator;

4. All rehabilitation and repair works 1o be done on the ys-
tem’s facilitics and structures shall he the obligation of the
IAL though. if the said rehabilitation works is bevond the
1A’s budget, this mayv be financed by the NIA upou request
of the IA on the agreement that the expenises 10 be incurred
will be paid 1o the NIA by the LA, without interest. on an
installment basis and on conditions that will be agreed upon
by both partics, untit the whole anount 1s tully paid.

o

NIA willissue to Buspan 1A the ceniticate of ownership of
the Bustos-Pandi Extension System, alter the atter has fully
paid the token of payment (amortization) for the co struc-
tion cost of the pump system, as stated in this Memorandum
of Agreement, as well as other obligations of the Buspan IA
to NIA, if ihere are any. The said centificate of ownership
will be duly approved by the NIA Administrator: and

6. NIA will continuously supervise the Buspan 1A in the
management of the Bustos-Pandi Extension System.

IV, SPECIAL CONDITIONS/PROVISIONS:

L. Inasmuch as the Buspan Iivigators” Association assisted in
the collection of ofd back accounts since January, 1924,
NiAwillprovide th: [ Atheequivalent 15 percentofthe total
amount collected on old back accounts from Janvary, 1984
to May 31, 1984,
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VL.

2. NIA will be responsible for the repair of the pump in case it
ceases to function properly from wet season, 1984 to dry

season, 1984-85. The IA will be responsible for the repair of

the pump after this period,

3. NIA will replace the pump’s bearing and bushing afier the
dry scason, 1984-8S:

4. The NIAshall continuously rehabilitate/ construct all works
started and programmed for Bustos-Pandi Extension Sys-
tem before the effectivity of this contract. ALl machineries
and equipment to be used inthese worksshalt be provided by
NIAwhile the LA wall shoulder the costs of oil and crude onl.
NIAL though, cannot pursue the implementation of such
rehabilitation construction works, as some unavoidable cir-
CUMStanCes may arise,

5. NIA shall provide the amount of ten thousand pesos
(P10.000.00)to beused by the Bospan LA for operation and
maintenance expenses for the wet season, 1984, The said
amount will be paid by the 1A to the NIA after the said
cropping season, without interest; and

6. The Buspan LA shall be given the right 1o use a pant of

Workmg Station #1, as the IA's oflice.

CONTRACT AMENDNENTS:

Each of the two parties may request an amendment to any part of

this contract, during its tenm, in accordance with the necessity for
the amendments, as may be agread upen by both parties,

TERMINATION OF THE CONTRACT:

Each of the two partics may request the tennination of his
contract during its term, for reasons of tailure of one pany to
comply with its abligations or of violation of any of the provi-
sions, as stated m the contract, upon notice served by the panty:
requesting its lermination 30 days prior 1o the tenmination,
However, the amount spent by NIA on power cost, maintenance
of transmission line, salaries of pump operator shall first be paid
by the Buspan A to NIA before the contract be tenminated.

WITNESS

BUSPAN IRRIGATORS'
ASSOCIATION, INC BY

NATIONAL IRRIGATION
ADMINISTRATION BY

RICO1 GENDRANO

19
Regienal Imngaten T wzctor

:Sed VFED

(Sgd ) SERGIO D MARIANO
Vice-President

(Sgd y DANILO R ZUNIGA

President

(Sgd ) BENJAMIN U BAGADION

Asst Admunustrater for Operations

(Sgd ) LEONARD > S GONZALES

Imgation Supenntendent V'
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{Sgd ) LINO S CAPISTRANO

Sectetary

(Sgd ) CESAR L TECH

Administrator

APPROVED
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WITNESS

BUSPAN IRRIGATORS'
ASSOCIATION, INC BY

NATIONAL IRRIGATION
ADMINISTRATION BY

(Sgd » FEDERICO L GENDRANO

Regrenal Imgation Darector

(Sgd 1 SERGIO D MARIANO

Vice-President

(Sgd ) DANILO R ZUNIGA

President

+Sgd )y BENJAMIN U BAGADION

Asst Admunsstiator for Operations

(Spd ' LEONARDO S GONZALES

Imgation Supenntendent V

APPROVED

(Spd ) LINO S CAPISTRANO

1Sgd VCESAR L TECH

Secretary

Admuustrater

VIIL

APPENDIX 4
EFFECTIVITY OF THE CONTRACT:

This contract shall take effect at the start ot wet season, 1984 or
June 1, 1984, after the approval of the NIA Administrator.

IN WITNESS HEREOF, both parties have hereunto set their
hands this 8th day of June, 1984 at Bustos, Bulacan,
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At 9:18 a.m. the Chairmun of the Commuttee on Agriculture and lood, Hon. Agapito .
Aquino called the meeting to orde.
THE CHAIRMAN. May we start the meeting with a short prayer from Aity. Batrelabac.
PRAYER. .
THE CHAIRMAN. Good moming everybody!. Weare conducting a hearing today with the subject
matter of imigation. Of course, these are semigroups who would like the free use of water and there

are those who believe that free use of water will only lead to non-maintenance of i lot of imigation
facilities that may lead to ccononue Josses and so on- So, we are here 1o listen to e ervhody.

Meanwhile, I'd like to call the roli; representing Sen. kstrada s Joe Cueta Is Sen Estrada conung,
because this is his bill”?

MR, CUETO. Mayroon sivang appomtment,

THECHAIRMAN. Okay. Mr. Romolle iepresenting Sen. Osmena, Ms Kathy Moran representing,
Sen. Paterma, Aty Rutino Eslao, representing Sen Basul;, Aty Bartelabao, representing Sen
Enrile; and Ramil Felix representing Sen. Guingona

Okay, We'd like to welcome our guests today. So far, we have the Adnmnistator ofthe new, the
brand new fresh Admunistrator of National Trrigation, Mr. Juse del Rosano, Jr., welcome, M
Orlando Cablayan, also of NIA; Mr. Rustice Tagarda, Philippines Association of Small Farmers,
Mr. Cruz, the famous Mr. Cruz of SANDUGUAN: Mr, Louie Paterma, also of SANDUGUAN, and
Mr. Arenan, also of SANDUGUAN, Mr. Manginduyas of AMAL SANDUGUAN, Me Danilo
Zuniego, Pandi irrigators’ Assoctation: Mayroon pa tayong sa Irrigation, darating pa

Now, there are two ways we can proceed with our meeting, We can start enther with Mr Cruz
or with Mr. del Rosario. 1 believe, Mr. del Rosario has a presentation,

MR. DEL ROSARIO. Yes, Sir.

THE CHAIRMAN. Is the presentation visual or ora?

VOICE. Both?

MR. DEL ROSARIO. Mr. Chaiman

THE CHAIRMAN. Yes

MR. DEL ROSARIO. We will be presenting it via slide. We have some transparencies prepared.
THE CHAIRMAN. Okay. So Mr. Cruz, do vou prefer that we listen finst to NIA?

MR.CRUZ. Yes, | think so

THE CHAIRMAN. OKay. let's listen to NIA make its presentation regarding the irrigation status
in the Philippines

MR. DEL ROSARIO. Thank you, Sir, Chainnan,
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We have distributed the briefing materials for you to be able to follow the transparencies. We
have in the first transparency, the functions, objectives and powers of the National Irvigation
Administration and these are to investigate and study the available water resources in the countiy,
primarily for irrigation purposes. And ameng the functions of NIA is to plan, design, comtruct,
improve imrigation projects; to operate and maintain the national imigation systems that we have
constructed; and we have the anthority te supervise the operation, maintenance and repair of all
communal and pump irrigation systems that have been constructed.

One of the other functions or main functions of NIAs also to charge and collect tees from the
beneficiaries of water from all irrigation systems constructed by or under the admitistration of NTA
Such fees or administration cliarges as may be necessary tocover the cost of operation, inaintenince
and msurance and to recover the cost of construction within a reasonable period of time can be
collected 1o the extent consistent with government policy. We would just like to highhight somie of
these because they have some implications on the issue athand which is to recover funds or portion.
therzol spent tor the construction or rehabilitation of communal imigation systems

Now, NIA, has under sts junisdiction, three types of irrigation systems:

The first includes the nationatim pation systems which are generally 1,000 hectares or more m
b A <) B
¢ either the reservoir

area and are constructed, operated and niintained by NIA. These systems 5
schemes like Pantabangan and Angat, or diversion type schemes which are the imost conumon ones,
and pump irrigation systems.

Wealso have communal irrisation systems which are generally less than 1,000 hectares and are
constructed by NLA with the pantictpation of the farmers. The operation and maintenance of these
systems are, however, the responsibilities of the Fanmers Irrgators” Associations. The farmers. in
tum, amortize the construction cost of these communal irrigation systems. So ultimately, these
communal irrigation systems shall become the propertics of the communal Farmers irigators”
Associations.

We also have pump arrigation systems which generally refer to communal pump systems and
these drawwater fromiriversand also fromgroundwater. Similarly, these communal pump irrigation
systems are being amortized by the farmers, so the pump svstems become their own.

The arcaof National Irrigation Systems which are operated and maintained by NI is more than
600,000 hectares, as of December 1988; the extent of communal irrigation systems is 481,000 ha;
that of pumps 152,000 ha. So the agpregate of the two communal irrigation systems — these are the
pumps and the regular communals — is more than 800,000 ha out of a potential irrigable arca of
3. Umillionha. So at the moment we have developed so far, about 46 percent of the total potential
or irmigation in the country,

Now, we would Bike to define irvigation service as one which must 1 @ valued according to the
benelits derived by the beneticianies, and we would like to associate it with electricity and domestic
water supply. It provides fanners the opportunity to cam more from the cultivation of the land
bevisase witlnirmigation, productivity is increased significantly, and the service of irrigation is given
to mdividual identifiable farmers. Imigation service lees are payments for the service of bringing,
water to the fammbaods at the night quantity and a1 the nght time to promote mereased production
So, wewould like to stress, Mr. Charran, that imigation service is given directly to the individual
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farmers unlike roads which are to the whole cross section of the population. We can identifv the
beneficiaries of the irrigation service.

Now, with regard to the bill of Sen. Alvarez...
MR. DEL. ROSARIO.

... with regard the bill of Sen. Alvaresz, which suggests that all those owning less than three
hectares will be exempted fromarrigation fees, we have here the form giving size distribution in
nd this wounld represent practically all nattonal
pe stz of landholding s 2.27 hectares.

selected national ircigation systems in the count
irigation systems and we found out that the ave

However, about S7 percent of tarmers own less than 3 hectares, while 43 percent own 3 or more

hectares of fand. These are the average Gnholdings.

Now, watl regard to the construction ot projects, the National Trigation Adminstration draws
s funds from equity or govenuncat contributions trom foreign lands and grounds, from corporate
tunds of the agency, dravwn from sts internal root generating and the government subsidizing for
commual irigation projects.

And presented here are the figures, which < have spent so far,

Now, the next exhibit would show how e varions arcas of lands have contributed to the
development ofirrigation projects. [ would like to point out here, especially torthe years 1985, 86,
and "89, that the NIA drew fromits corporate funds these amounts in order to support the construction
ol projects when these are reduced infusion of capital for irrigation.

Youmay notice that under the column of “equity, ™ there is a reduction mihe amounts given for
irrigation development. So, we had to draw from the intemal resources of NLA tor investient.

The next exbubit would show where NLA dishurses its funds tor ats recurrent costs, particularly
for operation and mamtenance, and these are frony amigation fee collection, managenment fees
inposed on the projects, therentals we collect tfromithe lease ofour e uipment, and then amortization
srom communal and punip systems, and trons other sources, ike the sale of idle assets

Whenwhat we have collected by way obirrigation fees is compared with the actual ops ration and
maintenaeee costs incurred by the National Irrigation Systems found in the next Table, vou will
notice, Mr. Clizinman that the NEA has been chipping in a sizeable amount in order to be able to
operate and maintnn the facilities, because the irmigation fee collections have been far short of what
we are spending for operation and maintenance.

The next Table shoss how muchit coststo operate the three types ol irrigation systems. Y ou will
notice here that the most expensive type of irigation systems 1o operate ate the pump irngation
svstems because of the profubitive cost of electricity.

The nexttype to be considered would be the reservoir type because we have to niontain the high
dams. However, these systems have more assured sourees of water. The cheapest type would be the
diversion type systens, which costs only about 240 pesos per ha at the moment and this will rise to
377 pesos per ha in 1992

However, I'would like to pont out here the area coverage of each of these ty pes of systems.
I3 \ )
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Now, the total annual current expenditures of NIA show that operation and maintenance for the
systems comprise a little more than 60 percent of the total costs. The rest is spent for investigation
of projects, construction of projects design and so on.

The next figure shows the income distribution of N1A and it would show here that collection from
irrigation fees comprises 39 percent of the total income. The others have shares ranging from 9
percent for amortization of conimunal projects to 17 percent for equipment rental.

So, the main bulk of the source for operation and maintenance is still coming from irrigation
service fees.

The next Table shows how much benetit the farmers i imrigated areas draw from irrigation
development. This presentation shows the gross value of production between imrigated and rain-fed
farms on a per-hectare basis and the net retum.

You would notice, Mr. Chawrman, thata famer inimigated farms would be deriving three times
the benefit for the whole vear that a tarmer in rain-fed fanns wounld derive lor the same period. So,
irrigation here is a key input to increased mcomes.

May Linvite vour attention to the next Table, because this would compare the statistics on the
ditterent farming systerms, We have here three colunmns National Irrigation Systems, the
Conununal Frragation Systems and the Rin-Fed Fanus.

The Nationa} Irrigation Systems are owned by the government, through NIA while Communal
Systems are owned by the fanners,

The responsibility for operation and maintenance of National Irigation Systems rests with the
dems rests with the farmers. The development

government, while that for Communal Irrigation Sy:
cost per hectare, of course, varies because the facilities in National Irrigation Systems are more

complete.

I would like to call vour attention, however, to the arca and number of farmers ser ved under each
category. Theie are more fimers benefiting from Communal lrrigation Systems than from the
National Erigation Systems, und there are still more farmers not benefited by imig: tion facilities.

And. again. we have presenied hiere a comparison of the net income per year. per hectare for the
different fammers. Y ou wouldnotice here that the greatestadvantage has gone to the farmiers served
by the irrigation service fees scheme, and these are:

Thetimtone  [fthe government pravides the operation and maintenance budget, we strongly
feel that prigation svstems perforinance will deteriorate.

Itwouldbe ahighrisk due tothe delayed releases of funds for timely operation and maintenance.

Mr. Chairman, we woulid 17 o poir. out that normally, releases from the budget for practically
all activities are maue i March or April or even May, and for irrigation service or for agricultural
production, or rice production for that matter, we cannot wait for the releases in March, Aprilor May,
because our dry-season crop which is realty the higher yield crop is during the months of January,
February and March.

THE CHAIRMAN- Of course, vou can change your fiscal year to start July L
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MR. DEL ROSARIO: But the releases may, however, still come in March, Apriland May. Andthen
if'we rely on budgetary appropriations for operation and maintenance, once the systems are damaged
by typhoons and other calamities, we would be very susceptible to service disruption, because we
wotild have to rely on the budgetary appropriations and releases of the payers” facilities. And the
observation is that whenever there are budgetary cut-backs, they start mostly with cut-backs in
operation and maintenance.

Again, if’ irrigation service fees support operation end maintenance, we would have better
assurance for sustained operations, and then there is a higher degree of performance on the part of
the National Irrigation Administration because of the commitment and accountability to the fanners
whoare the beneficiaries who are paying imigation service fees, and then there would be ready fund
sourcing for typhoon damages and calamities.

THECHAIRMAN. Atthisstage. may we recognize the presence of Senator Alvarezwho is principal
coauthor of the other bill in consideration.

We would like to also welcome Mr. Antonio Guansing, President of ANBUSPA Irrigators’
Association, Mr. Bobby Malabanan of the Ottice of Senator Alvares; and Benjie Arenas. 1 already
called Benjie. Malakas ha sa amin, you are listed twice.

Please proceed.

MR.DELROSARIO. Thank you, Mr. Chairman. Another issue and concern that we have identified
is the increase in govemnment expenditures, If operation and maintenance will be budgeted, it will
compete for funds trom an already limited resource which otherwise could be used for the
development of reited farms or other priority projects of the government,

We have observed also that if we were to abolish the payment of irrigation service fees in the
National Irrigation Systerus, this would benefitonly fammers inthe irrigatedareas, particularly of the
National Irrigation Systems, and this would exclude giving assistance to the rented fammns, and we
would notice that this would further widen the gap between the incomes of the fanners in irrigated
and rented fanns, because i you abolish the irrigation service fee, it would be reducing the
production cost on the part of the irrigated fanmer, Mr. Chainnan.

THE CHAIRMAN. Ot course, we will reserve our comments until the presentation is finished. I see
Mr. Cruz shaking his head already.

Mr. CRUZ. Y, Sir,
THE CHAIRMAN. But we will first finish the presentation.

MR. DEL ROSARIO. Now, we fully recognize the objectives of the bills and they will promote
higher incomes to the fanners. We have made here a couple of recommendations to helpthe fanmers,
andthese are: the expansion of irrigation service to the rented farms and ONM subsidy which should
rather be diverted to develop the rented areas.

Another recommendation is for the provision of comprehensive packages of agricaltural

services, support services like extension credit, fanm-to-market mads, and the like, in both irrigated

and rented fanns for more equitable distribution of governiment attention and subsidics. and then the

) provision of production inputs in the rented areas to help ihe famers who are benefited with
irrigation.
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We have not shownthese provisions in the transparencies; we, however, have further recommen-
dations and these are to benetit the irrigated fammers; one of these recommendations is to took into
the possibility of reducing power rates and electricity rates for the pump irrigation systems.

As you have noted in the tabulation, it is the fanmers who are charged with the highest costs
because of the prohibitive energy cost for minning the pumps.

Then we would strongly recommend the expanded participation of the tamers in the mainte-
nance of the irrigation facilitos i order to lower maintenance costs. This would redound to
reduction in operation and maintenance costs. This would, however, require the organization of
fzrmers for thens to be able to part {Lae in the maintenance of the facilities.

Another recommendation, Mr. Chairmman, is to look into the subsidy i the maintenance of
service roads which are located along wrigation canals. For your mtormation, NIA 1s the one
maintaining these servive roads which are on the banks of the irvigation canals. While it is true that
we are using themmainly for maintaining the facilities, it is common knowledge that these roads are
not only tor the use of NLA, but for the whole rurat population, and maybe ifthe maintenance of these
roads can be treated as similar to that for barangay roads, this wortld cut down the requirements for
operation and maintenance. Fhat ends our presentation, Mr. C caimman.

THE CHAIRMAN. Okay Thank vou, Mr. Del Rosario. Thank you also for being concise with the

report

Of course. we do not necessarily agree with everything that is presented, and this is where, may
be, at this point, we will entenain questions.

I Tmiay please refer to the manual, please refer to the refevant page so that as we go through any
question, hindi tayo pabalik-balik.

So, I suppose, regarding NIA's powers, functions and objectives, siguro naman wala tayong
question diyan.

Types of irrigation development - Okay. it is a presentation of where they are now.
Status of irvigation development - OKay, it is a presentation of where they are now.
Nature of irnigation service  Okay. [tis more of a definition.

With regard 1o farm size presentation and financing of NIAL 1 suppose, there is no question.
Releases and availability of capital outlay, ctirrent costs, ayan: may be we can stan with page 8.

As far as recurrent costs, operation and maintenance and sources of funds are concermed, do you
have roughly (7) amounts regarding “a,” *b,” *d,” and *¢?" Can we have an idea of the amount of
irrigation and gas collections? Is this 2,251 mllion pesos a year?

MR. DEL ROSARIO. Yes, Mr. Chainnan, in 1988...




